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The  Strategic 

Logistics 

Program 

by  Lieutenant  General  Jimmy  D.  Ross 


the  Deputy  Chief  of  Staff  for  Logistics 
(DCSLOG)  of  the  Army,  I  have  a  strong  personal 
interest  in  introducing  the  subject  of  Army  strategic 
logistics  planning  to  readers  of  Army  Logistician. 
This  overview  begins  a  special  series  on  the  strategic 
logistics  program.  I  appreciate  the  Logistician  staffs 
providing  me,  and  the  Strategic  Logistics  Agency, 
an  opportunity  to  "talk  about”  this  important  new 
program. 

The  current  political  and  economic  climates  arc 
shaping  the  Army  of  the  21st  century  and,  in  turn, 
our  logistics  support  concepts.  Reducing  the  size  of 
the  national  debt  and  the  Federal  budget  is  of  the 
highest  priority  to  the  President  and  the  Congress. 
The  need  for  judicious  use  of  scarce  resources  will 
therefore  have  a  major  influence  on  the  structure 
of  the  Army’s  future  logistics  system.  Other  factors 
influencing  the  logistics  system  include  emerging  bat¬ 
tle  doctrine,  future  force  structures,  weapon  and  sup¬ 
port  technologies,  and  changes  mandated  by  Defense 
Management  Review  decisions. 

We  envision  the  logistics  support  of  the  future  as 
an  integrated  system  that  places  a  minimum  burden 
on  the  field  while  increasing  Army  productivity.  We 
will  make  the  future  logistics  system  as  paperless  as 
possible  by  using  electronic  data  interchange. 

The  Army  needs  a  single,  dynamic  logistics  infor¬ 
mation  system  that  can  reach  across  the  services  to 
the  lowest  user  level.  Worldwide  visibility  of  items 
essential  to  our  weapon  systems  will  be  an  integral 
part  of  our  logistics  process.  Readiness  will  be  im¬ 
proved  by  reducing  the  time  our  field  commanders 
spend  on  financial  management  controls.  Asset 
visibility  will  also  provide  the  means  of  ensuring  both 
property  accountability  and  responsible,  responsive 
materiel  management.  “Just-in-time”  inventory 
management  techniques,  which  will  augment  requisi¬ 
tioning,  will  "push”  materiel  to  the  field,  thereby 


reducing  the  size  of  inventories  and  associated  car¬ 
rying  costs. 

Future  logistics  initiatives  must  demonstrate  in¬ 
creased  productivity.  Great  returns  can  be  gained 
by  standardizing  processes  and  equipment  and  by 
integrating  technology,  such  as  computer-aided 
design,  computer-aided  manufacturing,  and  flexi¬ 
ble  manufacturing  techniques,  to  the  field  army. 
Artificial  intelligence  is  an  emerging  technology  that 
holds  great  promise  for  making  logistics  support  a 
system-intensive  rather  than  labor-intensive  process. 
We  will  reduce  the  diagnostic  requirements  by 
embedding  “call-ahead”  technology  to  coordinate 
supply  and  repair  actions  automatically. 

Focusing  on  a  logistics  research  and  development 
program  can  enhance  our  ability  to  make  necessary 
improvements  in  many  areas.  Logistics  research  and 
development  needs  to  be  institutionalized  and 
resources  applied  toward  those  areas  showing  the 
most  promise.  This  will  enable  us  to  explore  new 
technologies  and  insert  them  into  the  logistics  proc¬ 
ess  in  a  timely,  well-managed  way. 

The  strategic  logistics  program  was  created  to  in¬ 
stitutionalize  and  centralize  the  planning  needed  to 
develop  the  streamlined,  integrated  logistics  system 
of  the  future.  This  program  will  be  managed  by  the 
Strategic  Logistics  Agency  to  ensure  that,  by  2010, 
the  Army  has  developed  a  logistics  system  that  serves 
the  needs  of  our  soldiers  in  a  highly  productive  and 
effective  manner. 

We  must  not  lose  sight  of  the  troops  themselves 
in  our  drive  toward  modernization.  Your  support 
and  involvement  in  developing  the  strategic  logistics 
program  initiatives  are  essential  for  success.  The 
Army  needs  you  to  actively  participate  in  this  proc¬ 
ess  by  submitting  your  ideas  to  the  Strategic  Logistics 
Agency.  Army  Logistician  will  publish  articles  that 
will  provide  details  on  program  initiatives.  The  first 
of  these  begins  on  the  next  page.  I  look  forward  to 
sharing  more  information  on  strategic  logistics  pro¬ 
gram  initiatives  with  you.  ALDG 


Lieutenant  General  Jimmy  D  Ross  is  the  Deputy 
Chief  of  Staff  for  Logistics.  Department  of  the 
Army.  He  is  a  graduate  of  Henderson  State  Univer¬ 
sity.  Arkadelphia,  Arkansas,  and  holds  a  master  of 
business  administration  degree  from  Central 
Michigan  University.  He  is  also  a  graduate  of  the 
Industrial  College  of  the  Armed  Forces,  the  Army 
Command  and  General  Staff  College,  and  the 
Army  Logistics  Management  College's  Logistics 
Executive  Development  Course. 
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The  Strategic  Logistics  Program 

Roadmap 
for  the 
Future 

by  Deborah  L  Pollard 


C3urrent  trends  indicate  that  the  Army 
must  be  prepared  to  respond  to  a  broad  range  of 
potential  scenarios,  from  short  contingency  opera¬ 
tions  to  large-scale,  high-intensity  wars,  over  the  next 
30  years.  The  Army  of  the  future  will  include  a  mix 
of  heavy,  light,  and  special  operations  forces  in  both 
Active  and  Reserve  components,  and  it  will  need  to 
maintain  a  proper  balance  among  combat,  combat 
support,  and  combat  service  support  units.  While 
joint  and  combined  operations  will  continue  to  be 
emphasized,  the  Army  will  also  require  forces  for 
low-intensity  conflicts,  counterterrorism  missions, 
and  special  operations. 

The  organizational  structure  for  the  future  force 
must  be  extremely  flexible  and  adaptable  so  the 


Army  will  be  ready  to  perform  a  wide  range  of  roles 
and  missions.  To  achieve  the  desired  adaptability. 
Army  organizations  will  feature  such  charaaeristics 
as  modular  design,  adaptable  command  and  con¬ 
trol,  sustainment  capability  and  force  sufficiency, 
and  commonality  of  weapon  systems.  The  Army  will 
continue  to  emphasize  the  acquisition  of  high- 
technology  weapons  to  achieve  a  qualitative  advan¬ 
tage  over  potential  adversaries. 

To  provide  effective  logistics  suppon  to  the 
various  levels  of  combat,  the  logistics  community 
is  faced  wiili  the  challenges  of— • 

•  Developing  logistics  systems  designed  to  sustain 
combat  power  and  respond  to  the  needs  of  battlefield 
commanders. 

•  Maintaining  or  increasing  levels  of  logistics  sup¬ 
port  in  an  environment  of  declining  resources. 

•  Revising  logistics  processes  to  suppon  emerg¬ 
ing  AirLand  Battle-Future  doctrine. 

•  Reducing  the  logistics  burden  on  the  field  to 
allow  more  time  for  training  and  permit  a  greater 
focus  on  the  requirements  of  combat  missions. 

Developing  the  Strategic  Logistics  Program 

In  the  fall  of  1989,  the  Deputy  Chief  of  Staff  for 
Logistics  (DCSLOG),  Depanment  of  the  Army, 
presented  the  Secretary  of  the  Army  with  a  plan  for 
modernizing  logistics  operations  and  improving 
logistics  integration  while  dramatically  reducing 
operating  costs.  The  plan  called  for  establishing  a 
strategic  logistics  program  that  would  explore  new 
concepts  for  supporting  AirLand  Battle-Future  doc¬ 
trine,  integrate  wholesale  and  retail  logistics  into  a 
“seamless”  system,  update  technology,  and  modern¬ 
ize  logistics  processes  for  both  peacetime  and  war. 
The  program  would  create  an  evolutionary  glide  path 
for  Army  logistics  to  enter  the  early  decades  of  the 
21st  century.  A  Strategic  Logistics  Agency,  report¬ 
ing  directly  to  the  DCSLOG,  would  manage  the 
program. 

This  DCSLOG  initiative  was  developed  by  a  stra¬ 
tegic  logistics  task  force  composed  of  personnel  from 
various  Army  agencies.  The  commanders  and 
deputies  of  the  Army  Materiel  Command  (AMC) 
and  the  Army  Combined  Arms  Support  Command 
(then  the  Army  Logistics  Center),  at  Fort  Lee, 
Virginia,  provided  quality  support.  The  task  force — 

•  Forecast  the  environment  of  2010  and  beyond, 
based  on  an  analysis  of  Department  of  Defense 
(DOD)  and  Army  long-range  planning  guidance  and 
future  warfighting  doctrine. 

•  Determined  future  logistics  opportunities  by 
examining  completed  and  ongoing  DOD  and  Army 
studies;  conducting  exhaustive  interviews  with  mil¬ 
itary,  civilian,  and  industrial  leaders:  and  investigat- 
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ing  pocennai  applications  or  tecnnoioey, 

•  Derived  logistics  toundations  for  the  year  2010 
and  beyond  by  linking  miormation  aoout  me  future 
environment  and  logistics  opponunities  with  infor¬ 
mation  on  logistics  imperatives,  .\irLand  Battle 
tenets,  battlefield  sustainment  functions,  and  func¬ 
tions  of  the  industrial  and  sustaining  base. 

•  Developed  plans  to  link  validated  logistics  con¬ 
cepts  with  the  .Army  force  integration  process 
through  the  .\rmy  Long-Range  Logistics  Plan. 

•  Developed  and  published  a  strawman  concept 
for  logistics  in  the  year  2010  and  beyond. 

The  task  force  meided  the  effons  of  dozens  of 
logistics  expens  and  strategists  into  a  simple,  com¬ 
mon  sense  approach  for  total  quality  process  im¬ 
provements  in  .Army  logistics.  The  output  of  the  task 
force,  together  with  parallel  effons  in  AMC  and  the 
Combined  Arms  Suppon  Command,  resuited  in  a 
plan  that  would  help  meet  cost  reduaions  mandated 
by  Defense  .Management  Review  decisions.  The 
Army  Secretariat  approved  the  proposed  strategic 
logistics  program,  and  the  Strategic  Logistics  Agency 
was  established  on  19  July  1990. 

Strategic  Planning  tor  Logistics 

The  Strategic  Logistics  Agency  will  implement  the 
near-,  mid-,  and  long-term  goals  identified  for  the 
strategic  logistics  program  to  suppon  tomorrow’s 
Army  as  it  performs  its  evolving  missions.  The 
agency  is  the  single  integrator  for  the  process  and 
functional  analyses  required  to  modernize  and  inte¬ 
grate  logistics  functions. 

The  goals  of  the  strategic  logistics  program  are 
to  integrate  wholesale  and  retail  logistics  into  a 
seamless  system:  achieve  sustainment  imperatives  for 
combat  logistics;  and  meet  budgetary  savings  objec¬ 
tives  resulting  from  Defense  .Management  Review 
decisions.  (The  strategic  logistics  program  is  tasked 
with  the  responsibility  of  overcoming  a  S4. 2-billion 
funding  reduction  allotted  to  the  Army  by  Defense 
Management  Review  decisions.) 

The  strategic  logistics  program  will  focus  on  im¬ 
proving  logistics  processes  where  the  current  proc¬ 
esses  either  are  less  than  optimal  or  have  potential 
for  streamlining  logistics  funaions.  The  program  will 
use  the  latest  technology — 'Juch  as  open-system  archi¬ 
tecture  and  interconnectivity  environments,  elec¬ 
tronic  data  interchange,  artificial  intelligence,  and 
robotics — to  achieve  a  “paperless”  system. 

A  host  of  core  logistics  functions  fall  under  the 
purview  of  the  strategic  logistics  program,  including 
supply,  maintenance,  matenel  acquisition  i  of  spares 
and  repair  pans),  distribution  and  transponation. 
and  soldier  serv'ices.  The  program  is  directing  inte¬ 
grated  development  of  maior  systemic  improvements 


in  inese  logistics  runctions. 

The  strategic  logistics  program  is  using  total  Qual¬ 
ity  management  (TQM)  methodology  to  develop  a 
single -Army  Logistics  System.  This  methodology  in¬ 
cludes  such  TQM  techniques  as  rapid  prototyping, 
quantum  process  improvements,  and  continuous 
process  evaluation. 

Panicipation  by  users  is  essential  to  achieving  the 
program  s  objectives  throughout  the  materiel  life 
cycle,  from  conceptual  stages  to  the  development  of 
functional  requirements,  and  on  through  operating 
capability.  The  resulting  process  improvements  wiil 
be  impiemented  incrementally.  .More  than  21  indi¬ 
vidual  logistics  design  charaaenstics  have  been  iden¬ 
tified  for  proof-of-principle  testing  during  fiscal 
years  1990  through  1995. 

Today  s  environment  is  commodity  oriented  and 
features  aging  technology.  Decisionmaking  is 
hampered  by  incomplete  and  often  suspect  item 
management  information.  The  decisionmaking  proc¬ 
ess  is  also  him  by  limited  asset  visibility.  This  results 
in  resource  and  inventory  imbalances  that  adverse¬ 
ly  affect  the  availability  of  weapon  systems.  The 
Strategic  Logistics  Agency  plans  to  develop  a  stand¬ 
ard  system  for  core  logistics  functions  based  on  the 
weapon  system  management  concept.  This  system 
will  b?  flexible  enough  to  meet  the  requirements  of 
different  scenarios,  mission-oriented,  fast,  and  inter¬ 
active.  and  will  provide  accurate,  comprehensive, 
and  readily  available  data.  The  Army  will  then  have 
the  asset  visibility  and  scenario  information  it  needs 
to  make  stock  allocation  decisions  that  wiil  maximize 
the  operational  availability  of  weapon  systems  at  the 
least  cost. 

Near-Term  initiatives 

Near-term  (through  fiscal  year  1995)  strategic 
logistics  program  initiatives  will  transform  the  e.xist- 
ing  separate  wholesale  and  retail  systems  into  a 
seamless  system  that  effectively  spans  the  continuum 
from  “the  fo.xhole  to  the  factory.”  When  these  ini¬ 
tiatives  are  completed,  the  distinctions  between 
wholesale  and  retail  as  we  know  them  today  wiil 
disappear.  Integration  will  enhance  supply,  main¬ 
tenance.  transponation.  and  distribution  manage¬ 
ment  by  reducing  order  and  shipping  time  (OST), 
improving  materiel  returns,  basing  provisioning  on 
real-time  data  base  inputs,  eliminating  e.xcess  stock, 
and  reducing  stockage  of  cenain  repair  pans. 

Work  is  underway  to  reduce  OST.  which  is  a 
maior  factor  used  in  computing  stockage  levels.  The 
Strategic  Logistics  .Agency  plans  to  introduce  ele¬ 
ments  of  a  new  requisitiomng  system  to  suppon  units 
deployed  to  Operation  Desen  Shield,  as  well  as  units 
in  Europe  and  the  continental  United  States,  dur- 
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ing  fiscal  year  1991 .  These  enhancements  to  current 
standard  information  systems  will  allow  the  systems 
to  operate  with  near-real-time  speed  in  processing 
transactions  and  will  reduce  the  order  segment  of 
OST  to  less  than  1  day.  The  agency  anticipates  using 
satellite  communications  technology  to  supplement 
telephone  modems  to  further  enhance  the  speed  of 
operations.  A  shorter  supply  pipeline  will  make  it 
possible  to  reduce  stockage  levels  and  inventory  in¬ 
vestment  throughout  the  Army.  By  the  end  of  fiscal 
year  1994,  it  may  be  possible  to  reduce  OST  for 
repair  pans  by  20  days  and  stockage  levels  by  ap¬ 
proximately  50  percent. 

Other  near-term  initiatives  will  carry  out  shon- 
range  efficiency  enhancements  mandated  by  recent 
Defense  Management  Review  decisions.  One  of  these 
initiatives  will  conven  the  requisitioning  and  repair 
of  depot-level  reparables  from  procurement  funding 
to  stock  funding.  The  Army  is  implementing  this 
conversion  in  three  phases.  Staning  in  Oaober  1990, 
AMC  began  procuring  depot-level  reparables 
through  the  stock  fund.  In  July  1991,  depot-level 
maintenance  of  reparables  will  be  paid  for  through 
the  stock  fund.  In  January  1992,  ^  customers  will 
be  required  to  use  the  stock  fund  to  pay  for  their 
reparables— there  will  be  no  more  “free  issues.” 

To  develop  confidence  in  this  method  of  doing 
business,  the  Army  approved  a  division-level  test  that 
began  in  January.  This  test  will  ensure  that  the  im¬ 
plementation  plan  and  supporting  systems  have  been 
properly  evaluated,  analyzed,  and  designed  before 
mandatory  implementation  of  stock  funding  begins 
in  January  1992.  The  Strategic  Logistics  Agency 
anticipates  that  stock  funding  of  depot-level  repara¬ 
bles  will  reduce  operations  costs  by  a  net  of  10 
percent. 

The  concept  of  weapon  system  management  is 
central  to  the  strategic  logistics  program.  Under  the 
weapon  system  management  concept,  managers  will 
make  repair,  distribution,  redistribution,  and  pro¬ 
curement  decisions  using  input  from  the  require¬ 
ments  of  combat  commanders,  thus  enhancing  the 
availability  of  weapon  systems  in  the  units  where 
they  are  n^ed  most.  The  Strategic  Logistics  Agency 
will  integrate  logistics  support  requirements  for  this 
concept. 

By  the  end  of  fiscal  year  1994,  weapon  system 
availability  models  will  be  used  to  determine  stock- 
age  levels.  These  availability  models  will  also  deter¬ 
mine  the  optimal  maintenance  workloads  for  depots, 
contractor  repair  facilities,  and  units  in  the  field. 
These  models  will  also  use  refined  training  and  field 
usage  data  to  develop  replenishment  and  war  reserve 
requirements.  Total  asset  visibility,  including  assets 
in  transit,  will  allow  system  managers  to  make  ef¬ 


fective  and  efficient  redistribution  decisions  before 
pursuing  alternatives. 


Mid-Term  Initiatives 

Mid-term  initiatives  under  the  strategic  logistics 
program  include  developing  logistics  decision  sup- 
port  applications;  implementing  a  single  stock  fund; 
providing  concepts  for  enhancing  the  combat  serv¬ 
ice  support  control  system;  and  working  on  logistics 
doarine  and  systems  changes  required  by  the  Office 
of  the  Secretary  of  Defense’s  corporate  information 
management  initiative. 

Long-Term  Initiatives 

For  the  long-term,  the  Strategic  Logistics  Agency 
will  soon  begin  to  condua  a  broad,  comprehensive 
analysis  of  logistics  requirements  for  the  year  2000 
and  beyond.  From  this  analysis,  the  Agency  will 
develop  functional  statements  of  requirements  for 
the  future  logistics  system.  These  functional  state¬ 
ments  will  become,  in  effect,  the  master  plan  for 
logically  developing  the  next  generation  of  logistics 
management  information  systems.  These  systems 
will  be  an  integral  part  of  the  emerging  DOD  con¬ 
solidation  of  logistics  functions  at  the  national  level. 

As  the  Army  progresses  into  the  1990’s,  the 
strategic  logistics  program  will  design  logistics 
modernization  and  integration  initiatives  to  keep 
pace  with  force  requirements  effectively  and  effi¬ 
ciently.  The  result  will  be  a  more  lethal,  deployable, 
and  versatile  Army  for  the  next  generation.  ALOG 


Deborah  L.  Pollard  is  a  qualitv  assurance  spe¬ 
cialist  detailed  to  the  Army  Strategic  Logistics 
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Depot  System  Command  in  Chambersburg,  Penn¬ 
sylvania.  She  is  a  graduate  of  the  Army  Materiel 
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program  and  holds  a  bachelor's  degree  from  In¬ 
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AppetnOx  AL 

Tot^  Asset  VisibShY,  Anny  Logistician,  May^Jime  1991 


The  Strategic  Logistics  Program 


Total  Asset 
Visibility 

by  Timothy  Yeager  and  Alan  F.  Estevez 


number  of  recent  newspaper  articles 
have  asserted  that  the  Army  was  having  trouble 
keeping  track  of  its  spare  parts  while  moving  equip¬ 
ment  to  Saudi  Arabia  for  Operation  Desert  Storm. 
According  to  these  reports,  the  problem  was  caused 
in  part  by  the  lack  of  a  good  central  inventory 
system.  The  lack  of  a  comprehensive  central  inven¬ 
tory,  or  asset  visibility,  system  was  not  news  to  the 
Department  of  the  Army.  In  fact,  in  1989  the  Army’s 
Strategic  Logistics  Systems  Task  Force,  a  group  of 
logistics  experts  assembled  to  analyze  Army  logistics 
for  the  year  2010  and  beyond,  had  reiterated  that 
“vastly  increased  asset  visibility”  was  key  to  develop¬ 
ing  an  integrated  logistics  system  over  the  long  term. 

In  1990,  the  Department  of  Defense  (DOD)  an¬ 
nounced  its  Defense  Management  Review  decisions 
(DMRD’s).  These  decisions  are  designed  to  produce 
near-term  savings  by  consolidating  similar  functions 
among  the  military  services.  Many  of  the  DMRD’s 
identify  asset  visibility  as  a  significant  element  in 
achieving  EKDD’s  short-term  logistics  objeaives.  For 
example,  DMRD  901  cites  “visibility  of  retail  and 
operating  stocks”  as  a  means  of  reducing  Army 
supply  system  costs;  DMRD  927  mandates  that 
wholesale  and  retail  logistics  be  integrated,  which 
will  require  increased  visibility  of  the  Army’s  inven¬ 
tory.  The  message  is  clear:  The  Army  needs  asset 
visibility! 

Actually,  the  Army  already  has  asset  visibility,  but 
it  is  fragmented  and  limited  in  scope.  As  outlined 
in  AR  710-3,  Asset  Transaction  Reporting  System, 
the  Army  has  several  management  information 
systems  that  maintain  visibility  over  a  majority  of 
the  Army’s  inventory.  For  example,  the  continuing 
balance  system-expanded  (CBS-X)  maintains  visibil¬ 
ity  of  all  major  end  items  (supply  class  VII)  with 
reportable  item  control  code  2;  the  selected  items 
management  system-expanded  provides  visibility  of 
selected  repair  parts  (class  IX);  and  the  worldwide 
ammunition  reporting  system  captures  visibility  of 
all  ammunition  (class  V).  A  variety  of  systems,  such 
as  the  DOD  small  arms  serialization  program  and 
DOD  radiation  testing  and  tracking  system,  provide 
serial  number  visibility  of  selected  items  within  the 
Army  inventory.  Lastly,  the  commodity  command 
standard  system  (CCSS)  is  a  repository  of  wholesale 
asset  data,  although  this  information  is  compart¬ 
mentalized  by  functional  area. 
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What  the  Army  does  not  currently  possess  is  a 
single,  authoritative  source  for  tracking  its  total  in¬ 
ventory.  A  user  must  query  several  different  systems 
in  order  to  determine  onhand  balances  for  all  of  the 
items  that  make  up  one  weapon  system.  In  short, 
the  Army’s  picture  of  asset  visibility  is  highly  dis¬ 
jointed. 

In  July  1990,  the  Strategic  Logistics  Systems  Task 
Force  became  the  Strategic  Logistics  Agency  (SLA), 
which  then  assumed  responsibility  for  implementing 
several  of  the  DMRD’s.  Recognizing  the  need  for 
better  asset  visibility,  SLA  is  developing  total  asset 
visibility  processes  and  capabilities  that  will  ulti¬ 
mately  provide  near-real-time  visibility  of  the  Army’s 
inventory  from  factory  to  foxhole.  The  criteria  for 
developing  such  a  program  are  clear;  Achieve  the 
savings  mandated  by  the  DMRD’s  to  realize  max¬ 
imum  near-term  paybacks  while  at  the  same  time 
minimizing  risks  in  the  developmental  process. 

To  meet  these  goals,  both  existing  and  emerging 
processes  and  capabilities  are  being  used  to  obtain 
visibility  of  Army  assets,  whether  they  are  in  the 
hands  of  soldiers;  in  storage  at  a  retail  stockage 
point,  depot,  or  wholesale  stockage  point;  or  mov¬ 
ing  between  their  source  and  destination.  In  order 
to  minimize  risks,  total  asset  visibility  is  being  devel¬ 
oped  and  evaluated  using  total  quality  management 
principles,  including  a  proof-of-principle  demonstra¬ 
tion  and  rapid  prototyping  techniques. 

It  is  anticipated  that  total  asset  visibility  will 
generate  tremendous  savings  for  the  Army  by  sup¬ 
porting  other  SLA  initiatives,  such  as  readiness- 
based  maintenance  and  stock  funding  of  depot-level 
reparables,  as  well  as  the  existing  rec,  ;ir'?ments  deter¬ 
mination  process.  Savings  can  also  be  achieved  by 
streamlining  current  Army  inventory  control  pro¬ 
cedures.  Ultimately,  total  asset  visibility  will  e  ^ol’  ?* 
as  an  interactive  network  that  provides  Army  man¬ 
agers  and  decisionmakers  with  the  capability  to 
manage  and  control  assets  in  response  to  national 
needs. 

The  Army  currently  manages  class  VII  items  more 
effectively  than  any  other  class  of  supply.  Under  the 
centralized  management  of  class  VII,  major  end 
items  are  tied  precisely  to  the  Army  force  structure 
through  the  interface  between  the  requisition  valida¬ 
tion  system  and  CBS-X.  The  key  class  VII  manag-;- 
ment  system,  CBS-X,  currently  interfaces  with  18 


of  the  24  existing  retail  and  wholesale  supply  systems 
that  maintain  supply  transactions  or  asset  informa¬ 
tion.  The  SLA  concept  for  total  asset  visibility  builds 
on  the  principles  already  successfully  demonstrated 
in  class  VII  management.  It  extends  those  principles 
to  the  other  classes  of  supply,  links  asset  data  to  a 
commonly  defined  Army  force  structure,  and  makes 
it  possible  to  synchronize  data  in  a  building-block 
approach. 

By  using  the  class  VII  centralized  information 
management  processes,  total  asset  visibility  will  ex¬ 
tract  transactions  from  existing  supply  systems  to 
track  assets  by  weapon  system.  Data  sources  and  col¬ 
lection  for  the  total  asset  visibility  data  base  will  not 
be  readily  apparent  to  the  user  (being  “transparent”) 
and  will  not  create  additional  reporting  require¬ 
ments.  While  SLA’s  total  asset  visibility  concept  pro¬ 
poses  to  build  on  this  class  VII  management  foun¬ 
dation,  it  goes  one  step  farther  by  supplementing  the 
centrally  managed  data  base  with  decentralized 
technology  that  can  “reach  through”  other  Army 
automated  logistics  systems  to  capture  additional 
data. 

SLA’s  total  asset  visibility  concept  was  evaluated 
in  a  proof-of-principle  demonstration  that  began  1 
October  1990  and  continued  through  28  February 
1991.  The  demonstration  provided  visibility  of  more 
than  120  class  V,  VII,  and  IX  items  for  the  multiple- 
launch  rocket  system  (MLRS),  using  both  centralized 
and  decentralized  technologies.  Centralized  infor¬ 
mation  management  processes  were  demonstrated 
by  extraaing  updates  on  transactions  from  the  stand¬ 
ard  property  book  system-redesign  for  retail  class 
VII  items,  the  standard  Army  intermediate  level 
system  and  the  direct  support  unit  standard  supply 
system  for  retail  class  IX  items,  the  standard  Army 
ammunition  system  for  retail  class  V  items,  CCSS 
for  wholesale  class  VII  and  IX  items,  and  the  stand¬ 
ard  depot  system  for  wholesale  class  V  items. 

These  transactional  updates  were  tied  to  the  Army 
force  structure,  which  was  determined  through  the 
Army  authorization  documents  system,  force  ac¬ 
counting  system,  and  customer  information  control 
file.  The  associated  sjoport  items  of  equipment  listed 
in  the  Am  y’s  basis  of  issue  plans  were  used  to  con¬ 
figure  the  updates  for  individual  weapon  systems. 
Class  IX  relationships  to  weapon  systems  were  coor¬ 
dinated  with  the  Army  Materiel  Command  (AMC) 
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Materiel  Readiness  Support  Activity,  AMC’s  major 
subordinate  commands,  and  materiel  developers. 
Once  tied  to  the  Army  force  structure  and  configured 
by  weapon  system,  transactional  updates  were  posted 
to  a  centrally  managed  data  base. 

The  proof  of  principle  demonstrated  the  use  of 
decentralized  technology  by  “reaching  through”  to 
selected  query  sites  to  obtain  additional  data.  A 
“gateway”  to  the  Army  Missile  Command 
(MICOM)  at  Redstone  Arsenal,  Alabama,  was 
featured  to  capture  MLRS  procurement  information 
from  the  CCSS.  A  second  gateway,  to  the  objective 
supply  capability  (OSC)  data  base  currently  located 
at  the  Army  Aviation  Systems  Command 
(AVSCOM)  in  St.  Louis,  Missouri,  was  used  to 


retrieve  class  IX  asset  balances  for  repair  parts 
located  at  Fort  Hood,  Texas.  Total  asset  visibility 
also  provided  visibility  on  the  locations  of  in-transit 
assets  by  accessing  a  U.S.  Transponation  Command 
in-transit  visibility  (ITV)  system  prototype.  Since  the 
OSC  and  ITV  systems  are  still  under  development, 
user-transparent  direa  links  could  not  be  established 
during  the  proof  of  principle.  However,  the  tech¬ 
nology  to  complete  direct  conneaions  was  tested  and 
will  be  put  in  use  as  those  two  systems  evolve. 

The  capability  of  total  asset  visibility  to  provide 
support  to  decisionmakers  was  also  demonstrated 
during  the  proof  of  principle.  Online  access  was 
available  at  the  Systems  Integration  and  Manage¬ 
ment  Activity  {SIMA)-East,  SIMA-West,  and 
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MICOM.  This  access  permitted  users  to  query  the 
total  asset  visibility  data  base  as  well  as  to  obtain 
data  from  the  gateway  sites.  Total  asset  visibility 
demonstrated  its  application  support  capabilities  by 
passing  visibility  data  for  onhand  serviceable  and 
unserviceable  items  to  the  proof-of-principle  dem¬ 
onstration  for  readiness-based  maintenance. 

Test  and  evaluation  of  the  proof-of-principle 
demonstration  for  total  asset  visibility  was  critical. 
Testing  was  conducted  in  four  separate  segments. 
Segment  one  evaluated  the  accuracy  of  the  total  asset 
visibility  data  base  by  comparing  a  sample  of  the 
positions  of  onhand  assets  with  both  the  accountable 
records  and  the  physical  inventory  of  onhand  assets. 
This  provided  an  assessment  of  how  accurate  the 
transactional  update  process  was  and  how  timely  the 
data  were.  Segment  two  assessed  the  communica¬ 
tions  capabilities  of  the  total  asset  visibility  network. 
Communications  links  were  tested  for  their  respon¬ 
siveness  and  their  ability  to  expand  to  a  wider  base 
of  users.  Segment  three  examined  the  design  of  the 
total  asset  visibility  data  base.  The  data  base  was 
tested  to  ensure  it  could  operate  in  an  open  systems 
architecture.  The  evaluation  of  these  three  segments 
was  performed  by  the  Army  Information  Systems 
Engineering  Command  and  its  contractor,  Engineer¬ 
ing  and  Economics  Research,  Inc. 

Test  segment  four  assessed  how  well  total  asset 
visibility  functioned.  In  this  segment,  the  total  asset 
visibility  menus  and  screens  were  evaluated  and  a 
survey  was  conducted  to  determine  the  ability  of 
total  asset  visibility  to  provide  support  to  manage¬ 
ment  decisions.  The  evaluation  of  segment  four  was 
performed  by  MLRS  item  and  program  managers 
and  representatives  from  the  Army  Materiel  Systems 
Analysis  Activity  (AMSAA).  AMSAA  also  con¬ 
ducted  an  independent  evaluation  of  the  results  of 
the  proof-of-principle  demonstration. 

Planning  for  a  total  asset  visibility  prototype 
began  during  the  proof  of  principle.  Implementa¬ 
tion  of  an  operational  prototype  is  scheduled  for  the 
fourth  quarter  of  fiscal  year  1991.  The  target  date 
for  completing  the  full-scale  development  and  field¬ 
ing  of  total  asset  visibility  is  the  end  of  fiscal  year 
1994. 

The  lessons  already  learned  from  Operation  Desert 
Storm  clearly  show  the  Army’s  need  for  total  asset 
visibility— and  right  now,  not  just  in  the  future. 
Asset  visibility  helps  ensure  that  the  right  item  is  in 
the  hands  of  the  soldier  when  needed.  Effective  in¬ 
ventory  management  also  frees  critical  logistics  assets 
to  provide  efficient  combat  service  support. 

While  Operation  Desert  Storm  has  made  the  im¬ 
mediate  benefits  of  asset  visibility  clear,  the  long- 
range  applications  cannot  be  overlooked.  The  Army 


must  adapt  to  an  environment  of  limited  resources 
while  at  the  same  time  maintaining  a  well-trained, 
well-equipped,  combat-ready  force.  This  can  only 
be  accomplished  by  efficiently  and  effectively  man¬ 
aging  Army  programs  and  resources.  Asset  visibil¬ 
ity  is  a  key  tool  in  enabling  the  Army  to  meet  this 
challenge. 

The  Strategic  Logistics  Agency  concept  for  devel¬ 
oping  total  asset  visibility  provides  the  Army  with 
the  means  to  better  manage  its  inventory.  In  short, 
total  asset  visibility  will  lay  the  foundation  for  both 
our  current  requirements  and  the  future  of  Army 
logistics.  ALCG 
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The  Strategic  Logistics  Program 


Stock  Funding  of  Depot* 


^Vmong  the  major  near-term  projects 
undertaken  as  part  of  the  Army’s  strategic  logistics 
program,  possibly  the  most  complex  is  converting 
the  financing  of  all  secondary  items  now  funded  by 
procurement  appropriations  to  the  Army  stock  fund. 
This  change  is  not  just  a  matter  of  accounting;  it 
will  have  a  significant  effect  on  all  Army  activities 
because  it  will  require  customers  to  pay  for  depot- 
level  reparables  rather  than  receive  them  as  free 
issues.  Everyone  in  the  Army  should  know  what 
stock  funding  of  depot-level  reparables  is,  how  it  will 
work,  and  what  impacts  it  will  have  in  the  areas  of 
supply,  finance,  transportation,  and  maintenance. 

The  decision  to  institute  stock  funding  of  depot- 
level  reparables  is  a  result  of  the  Defense  Manage¬ 
ment  Review  process,  which  was  established  by  the 
Office  of  the  Secretary  of  Defense  (OSD)  on  1  April 
1989  to  develop  initiatives  for  improving  efficiency 
in  the  Department  of  Defense  (DOD).  Defense 
Management  Report  decisions  (DMRD’s)  904  and 
904C  directed  the  Army  and  the  Air  Force  to  stock- 
fund  all  reparable  items  previously  funded  by  PA2 
(secondary  item  procurement  appropriations)  ac¬ 
counts.  DMRD  901  further  directed  that  all  costs 
for,  or  directly  related  to,  stock-funded  items  be  in¬ 
cluded  in  the  price  paid  by  customers.  These  costs 
include  personnel,  transponation,  storage,  and  other 
associated  costs. 

(OSD  also  directed  that  the  Army  stock  fund  be 
incorporated  into  the  Defense  Business  Operations 
Fund  and  renamed  Supply  Operations,  Army.  While 
logisticians  should  become  familiar  with  these  terms, 
this  article  will  use  Army  stock  fund  terminology  to 
avoid  confusion.) 

A  reparable  item  is  a  class  IX  spare  part  that  can 
be  removed  from  an  end  item  and  economically 
repaired  to  a  serviceable  condition.  A  field-level 
reparable  is  a  class  IX  secondary  item  that  is  repaired 
at  the  direct  support  or  general  support  maintenance 
level.  Field-level  reparable  secondary  items  are  not 
supplied  from  the  depot  level  and  do  not  require  a 
depot-level  decision  to  wash  them  out  of  the  logistics 
system  as  nonreparable.  A  depot-level  reparable 
(DLR)  is  an  item  that  must  be  repaired  at  the  depot 
level,  or  the  wash-out  decision  must  be  made  at  the 
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depot  level.  E.\amples  of  DLR’s  are  components  and 
major  assemblies  such  as  engines,  transmissions, 
periscopes,  printed  circuit  boards,  and  modules. 

The  Army  stock  fund  has  historically  purchased 
such  class  IX  field-level  reparables  and  consumables 
as  fuel,  clothing  and  textiles,  food,  medical  and  den¬ 
tal  supplies,  and  common  hardware.  PA2  funds,  on 
the  other  hand,  have  been  used  to  pay  for  DLR’s. 
These  procurement-funded  items,  which  are  mostly 
high-dollar  items,  are  currently  issued  to  Army  cus¬ 
tomers  at  no  cost  to  the  customer. 

The  Army  Stock  Fund 

The  Army  stock  fund  (ASF)  is  a  revolving  work¬ 
ing-capital  fund  designed  to  finance  supply  pipelines 
between  suppliers,  or  vendors,  and  the  ultimate  user, 
or  customer.  The  ASF  operates  much  like  a  com¬ 
mercial  business  in  that  it  purchases  supplies  from 
vendors  with  stock  funds  and  sells  those  supplies  to 
customers.  Like  the  private  sector,  the  ASF  has 
separate  wholesale  and  retail  elements.  The  retail 
stock  fund  portion  of  the  ASF  supports  operations 
at  the  retail,  or  unit  and  installation,  level  and  is 
replenished  by  funds  from  customers.  The  wholesale 
stock  fund  portion  of  the  ASF  supports  operations 
at  the  wholesale,  or  depot,  level  and  is  replenished 
by  the  retail  stock  fund  and  by  other  customers. 

Stock-fund  operating  obligation  authority  appor¬ 
tioned  by  the  Office  of  Management  and  Budget 
allows  the  Army  to  order  supplies  and  to  pay  for 
them  with  money  drawn  from  the  stock  fund.  Pur¬ 
chases  of  war  reserve  items  and  initial  spare  and 
repair  parts  for  new  equipment  are  made  with  pro¬ 
curement  funds  appropriated  by  Congress. 

The  Defense  Logistics  Agency  and  the  other 
armed  services  operate  stock  funds  to  procure  the 
supplies  they  manage.  Army  customers  may  order 
supplies  directly  from  any  DOD  stock  fund  and 
generally  use  Army  retail  stock  funds  to  pay  for 
them. 

The  Navy  Experience 

In  the  early  1980’s.  the  Navy  began  a  test  of  stock¬ 
funding  of  DLR’s.  The  Navy  believed  that  com- 
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manders  in  the  field  would  have  more  incentive  to 
return  DLR’s  for  repair  if  they  were  required  to  pay 
for  replacements  and  knew  their  costs  would  be  off¬ 
set  only  by  the  credit  given  for  the  returned  unserv¬ 
iceable  item.  The  Navy  also  felt  that  stock-funding 
of  DLR’s  would  provide  logisticians  with  the  flex¬ 
ibility  to  procure,  repair,  or  reprogram  to  meet 
demands. 

The  Navy’s  DLR’s  were  purchased  with  procure¬ 
ment  appropriations,  but  they  were  repaired  with 
program  7  maintenance  (P7M)  funds.  Any  changes 
in  funding  required  congressional  reprogramming. 
With  both  procurement  and  repair  being  financed 
by  the  stock  fund,  however,  the  logistics  manager 
could  elect  to  either  buy  a  new  item  or  repair  an  exist¬ 
ing  one  without  seeking  approval  from  a  higher  level. 

During  the  test’s  first  year  (1981  to  1982),  the 
Navy  reported  a  23-percent  increase  in  materiel 
availability  and  a  12-percent  increase  in  returns  of 
unserviceable  DLR’s  to  the  wholesale  level.  Cus¬ 
tomer  waiting  times  were  reduced  by  25  percent, 
back  orders  by  13  percent,  and  customer  require¬ 
ments  by  10  percent. 

Two  of  these  results  attracted  the  interest  of  the 
Army:  the  12-percent  increase  in  unserviceable 
returns,  which  meant  more  requirements  were  being 
satisfied  by  repairs  and  fewer  by  procurements;  and 
the  10-percent  reduction  in  customer  requirements, 
which  indicated  that  only  items  that  were  truly 
needed  were  being  ordered  and  that  more  repairs 
were  being  performed  at  lower  levels.  Both  of  these 
results  contribute  to  an  overall  reduction  in 
inventories. 

The  Army  Concept 

The  Strategic  Logistics  Agency  (SLA),  under  the 
supervision  of  the  Office  of  the  Deputy  Chief  of 
Staff  for  Logistics,  Department  of  the  Army  (DA), 
received  the  charter  to  implement  Army  stock  fund¬ 
ing  of  DLR’s.  Because  the  conversion  to  stock  fund¬ 
ing  is  a  very  complex  process — one  that  crosses  the 
boundaries  between  wholesale  and  retail  logistics 
systems  in  supply,  maintenance,  transportation, 
automation,  training  and  marketing,  and  finance — 
SLA  established  ad  hoc  work  groups  that  included 
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representatives  from  DA  headquarters  and  the 
Army’s  major  commands  (MACOM’s).  The 
MACOM  representatives  ensured  that  MaCOM 
concerns  were  considered  during  the  development 
of  the  implementation  plan. 

The  Army’s  plan  for  stock  funding  DLR's  is  in 
line  with  OSD  initiatives  to  foster  a  more  business¬ 
like  attitude  in  defense  logistics.  The  Army  plan  will 
provide  sound  and  timely  management  of  Army 
resources  while  emphasizing  OSD’s  objectives  of 
capturing  total  costs  and  maximizing  efficiency 
within  and  among  the  armed  services. 

The  logistics  system  is  not  being  redesigned— the 
OSD  guidance  was  to  minimize  changes  to  the  cur¬ 
rent  logistics  system  when  implementing  stock  fund¬ 
ing  of  DLR’s.  Changes  that  must  be  made  to  various 
automated  systems  will  for  the  most  part  be  trans¬ 
parent  to  the  user.  Future  improvements  to  the  trans¬ 
portation  system  will  allow  the  Army  to  track 
unserviceable  items  from  turn-in  to  reception  and 
processing  at  the  depot. 

Because  of  some  inconsistencies  in  cataloging  and 
other  management  decisions,  some  DLR’s  are  cur¬ 
rently  stock-funded  and  some  consumables  funded 
by  PA2.  Under  stock  funding  of  DLR’s,  all  items, 
including  those  previously  funded  through  the  PA2 
accounts,  will  be  realigned  into  two  categories,  rep¬ 
arables  and  consumables,  under  the  ASF  account. 

The  reparable  category  will  consist  of  items  hav¬ 
ing  a  source,  maintenance,  and  recoverability  code 
in  position  four  of  D  (lowest  maintenance  level 
capable  of  omplete  repair  is  depot  level)  or  L  (repair 
restricted  to  a  designated  specidized  repair  activity); 
items  with  an  automatic  return  item  code  of  C 
(critical  to  the  wholesale  level),  E  (in  short  supply 
at  the  wholesale  level),  R  (in  excess  at  the  wholesale 
level),  or  S  (identified  as  special  project  requirements 
at  the  wholesale  level);  and  items  that  have  a  depot 
repair  program.  The  consumable  category  will  con¬ 
tain  secondary  items  that  do  not  meet  the  criteria 
to  be  a  DLR.  The  Army  Materiel  Command  will 
designate  item  •  as  reparable  or  consumable. 

Under  stock  funding  of  DLR’s,  credit  will  be  given 
to  wholesale  customers,  including  retail  stock  funds, 
for  turning  in  both  serviceable  and  unserviceable 
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stock-funded  DLR’s.  Credit  will  be  granted  on 
receipt  of  the  shipping  document  (FTM),  except  in 
U.S.  Army,  Europe  (USAREUR),  where  credit  will 
be  granted  on  turn-in  to  the  European  Redistribu¬ 
tion  Facility.  No  credit  will  be  given  by  the  wholesale 
level  for  obsolete  items.  Operation  and  mainianance. 
Army  (OMA),  customers  will  receive  immediate 
credit  upon  turn-in  of  items  to  the  supporting  stand¬ 
ard  Army  intermediate  level  supply  (SAILS)  system 
activity.  (NOTE:  At  presstime,  the  Comptroller  of 
the  Department  of  Defense  directed  that,  because 
of  uncertainty  about  the  amount  of  items  being  re¬ 
turned  to  the  stock  fund,  no  credits  be  given  for 
returned  material  except  for  fuel.  This  policy  is  ef¬ 
fective  until  further  notice.) 

The  Army  is  instituting  stock-funding  of  DLR’s 
in  three  stages.  Since  last  1  October,  all  DLR’s  have 
been  procured  through  the  ASF  while  free  issues  to 
retail  customers  continue  through  stock  fund  with¬ 
drawal  authorization.  As  of  1  July,  all  DLR  main¬ 
tenance  actions  at  the  wholesale  level  will  be  funded 
by  the  ASF.  And  on  1  April  of  next  year,  free  issue 
will  end  for  all  replenishment.  After  that  date,  retail 
customers  will  reimburse  the  ASF  for  all  DLR’s  req¬ 
uisitioned,  except  for  initial  issues  and  war  reserve 
materiel.  Initial  issues  will  continue  to  be  free  issues 
through  stock  fund  withdrawal  authority  during 
fiscal  year  1992.  In  subsequent  years,  initial-issue 
spares  will  be  bought  from  the  ASF  by  procurement 
accounts  and  provided  as  free  issues  to  Army 
customers. 

The  most  significant  of  these  milestones  for 
customers  is  1  April  1992,  when  there  will  be  no  more 
free  issues.  After  that  date,  everything  ordered  that 
is  coded  as  an  Army  secondary  item  will  be  paid  for 
using  the  ASF.  Every  time  a  demand  is  placed  on 
the  system,  the  user’s  operating  account  will  be  re¬ 
duced  by  that  amount.  Stock  funding  of  DLR’s 
means  that  the  customer — the  ultimate  user— will 
buy  what  he  uses.  For  example,  a  customer  requir¬ 
ing  a  $7,(XX)  replacement  engine  will  pay  for  the  DLR 
from  his  own  funds. 

Impact  on  Supply 

The  effective  date  for  realigning  secondary  items 
with:  the  ASF  will  be  1  April  1992.  The  realign¬ 
ment  will  correct  all  improperly  coded  items  in  the 
two  categories  of  consumables  and  reparables.  To 
illustrate  the  magnitude  of  the  realignment,  there  are 
currently  some  318,000  consumable  lines  that  ac¬ 
count  for  about  S2  billion  in  annual  sales. 

There  are  about  37,000  DLR’s  that  account  for 
approximately  $6  billion  in  annual  issues.  These 
“free-issue”  lines  represent  such  high-dollar  items 
as  engines,  transmissions,  transfers,  and  aircraft  and 


signal  components.  They  make  up  12  percent  of  all 
the  lines  managed  by  the  Army  but  76  percent  of 
the  cost  of  all  issues  of  .A,rmy-managed  secondary 
items. 

Perhaps  the  most  sensitive  issue  in  the  changeover 
is  the  status  of  dues-out  from  the  wholesale  level  to 
the  retail  level  as  of  1  April  1992.  On  that  date,  all 
requests,  including  those  previously  ordered,  must 
contain  a  valid  fund  citation.  The  Army  Combined 
Arms  Support  Command  at  Fort  Lee,  Virginia,  has 
developed  an  automated  program  that  will  assist 
units  in  identifying  and  validating  those  items  cur¬ 
rently  due  out  from  the  wholesale  level.  Units  will 
start  to  validate  these  dues-out  and  submit  requests 
for  canceling  those  items  no  longer  required.  OSD 
has  authorized  partial  central  funding  (in  the  form 
of  stock  fund  withdrawal  credits)  for  these  back 
orders.  Each  requisitioner  must  ensure  that  all  req¬ 
uisitions  are  valid  so  that  the  authorized  funding  will 
cover  the  due-out  requirement. 

Impact  on  Finance 

Beginning  in  April  1992,  retail-stock-fund  activ¬ 
ities  will  be  billed  at  the  standard  price  for  DLR’s 
listed  on  the  Army  master  data  file  (AMDF).  The 
standard  price  will  be  based  on  the  cost  of  acquir¬ 
ing  the  item,  plus  ASF  surcharges.  Surcharges  are  the 
costs  to  the  wholesale  level  of  managing,  procuring, 
stocking,  issuing,  and  transporting  DLR’s.  Stock- 
fund  activities  will  receive  credit  from  the  wholesale 
stock  fund  when  the  appropriate  inventory  control 
point  receives  and  processes  the  notification  of  DLR 
shipment  (except  for  USAREUR,  which  will  receive 
credit  upon  turn-in  to  the  European  Redistribution 
Facility).  This  method  of  granting  credit  by  the 
wholesale  stock  fund  before  actual  receipt  of  the 
DLR  is  a  policy  change  approved  by  OSD. 

Here  is  an  example  of  how  the  process  will  work. 
An  item  is  procured  from  industry  for  $50,000.  A 
surcharge  of  S10,0(X)  is  then  added  to  cover  all 
transportation  charges  and  overhead  costs,  which 
makes  the  standard  price  of  the  item  $60,000. 

When  an  unserviceable  item  is  turned  in  and  proc¬ 
essed,  the  customer  will  receive  credit  equal  to  the 
standard  price  minus  all  surcharges  and  the  repair 
and  wash-out  cost.  The  percentage  of  the  credit  will 
vary  by  commodity  but  will  likely  be  in  the  range 
of  50  to  60  percent  of  the  standard  price.  The  net 
cost  to  the  customer  will  be  the  difference  between 
the  standard  price  and  the  credit  received.  The  key 
factor  is  that  the  unserviceable  item  must  be  put  back 
into  the  retrograde  pipeline  as  quickly  as  possible 
so  that  the  customer  will  have  sufficient  funds  to 
support  his  mission. 

If  the  customer  is  supported  by  the  direct  support 
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unit  standard  supply  system,  he  will  receive  credit 
from  the  tactical  unit  financial  management  infor¬ 
mation  system  (TUFMIS)  as  soon  as  the  unservice¬ 
able  item  is  processed.  MACOM’s  will  have  the  op¬ 
tion  of  passing  credit  through  TUFMIS  to  the  cus¬ 
tomer  or  accumulating  credit  (buying  power)  and 
distributing  it  as  needed. 

The  direct  support  unit  receives  its  credit  imme¬ 
diately  on  turn-in  of  the  item  to  the  stock  fund  at 
the  corps  or  installation  level,  which  operates  under 
the  SAILS  system.  As  the  item  is  processed  through 
the  SAILS  system,  a  document  (DIG  FTM)  is  gen¬ 
erated  that  states  the  item  is  ready  for  shipment  to 
the  wholesale  level.  The  FTM  is  sent  to  the  wholesale 
level,  where  credit  for  the  unserviceable  item  will  be 
granted  to  the  retail  stock  fund  within  7  to  14  days. 
This  process  will  allow  all  levels  to  maintain  their 
funding  capability  in  a  timely  manner.  There  will 
be  safeguards  buUt  into  the  system  to  protect  both 
wholesale  and  retail  levels  from  problems  in  the 
credit  process. 

Impact  on  Transportation 

The  Army’s  credit  and  billing  policies  are  linked 
to  retrograde  management.  Army  standards  and  pro¬ 
cedures  for  processing  and  moving  secondary  items 
through  the  distribution  system  will  include  improve¬ 
ments  that  will  track  assets  in  the  pipeline,  establish 
priority  designators  for  retrograde  shipments,  en¬ 
sure  prompt  reporting  to  all  echelons  of  the  .Army, 
and  ensure  timely  credit  to  the  various  levels. 

The  success  and  solvency  of  both  wholesale  and 
retail  stock  funds  will  depend  on  improved  timing 
in  giving  credit  for  returned  DLR’s,  processing 


receipts,  and  making  monthly  reconciliations  with 
activities  at  all  levels.  Stock  funding  of  DLR’s  will 
require  the  ability  to  manage  the  pipeline  of  returned 
DLR’s  through  visibility  of  both  serviceable  and  un¬ 
serviceable  assets.  To  avoid  delays  in  granting  credit 
and  the  resulting  cash  flow  problems  in  the  ASF, 
DLR’s  and  their  accompanying  documentation  must 
be  received  and  processed  in  a  timely  manner  at  all 
levels. 

It  is  envisioned  that  the  retrograde  process  will 
have  a  “reverse”  order  and  shipping  time  in  terms 
of  days.  Standards  will  be  established  and  measured 
from  the  time  the  item  is  turned  in  by  the  customer 
until  it  is  received  and  processed  at  the  depot. 
Transportation  costs  for  stock  fund  materiel  will  be 
included  in  the  ASF  surcharge.  Shortages  of  OMA 
transportation  funds  at  the  shipper  level  will  no 
longer  be  a  problem  for  returning  stock-funded 
materiel. 

Impact  on  Maintenance 

Stock  funding  of  DLR’s  will  not  require  a  new 
maintenance  structure  or  major  changes  to  mainte¬ 
nance  policy.  The  implementation  plan  requires  that 
maintenance  managers  make  smart  “fix-or-buy” 
decisions.  Maintenance  and  supply  managers  at  all 
echelons  will  need  to  be  aware  of  the  financial  im¬ 
pact  of  converting  from  “free-issue”  appropriation 
funding  to  stock  funding.  The  amount  of  funds  pro¬ 
vided  to  field  commanders  for  day-to-day  operation 
and  maintenance  of  equipment  is  based  on  the 
assumption  that  maintenance  will  bt  performed  at 
the  lowest  appropriate  and  authorized  level  and  that 
unserviceable  items  will  be  returned  to  the  source 


ARMY  LOGISTICIAN  PROFFSSIONAL  BULLETIN  OF  UNITED  STATES  ARMY  LOGISTICS 


5 


of  supply  in  a  timely  manner. 

Proper  maintenance  techniques,  troubleshooting, 
fault  isolation,  and  use  of  test,  measurement,  and 
diagnostic  equipment  to  determine  required  repairs 
take  on  added  imponance  and  make  the  training  of 
maintainers  critical.  Materiel  management  centers 
(MMC’s)  at  the  retail  level  will  need  to  assess  the 
impact  of  stock  funding,  focusing  on  resources 
needed  to  accommodate  stock  funding  of  DLR’s. 

Under  the  previous  funding  strategy  of  free-issuing 
DLR’s,  a  customer  had  little  incentive  to  diagnose 
and  repair  a  malfunctioning  DLR;  he  could  simply 
requisition  a  replacement  from  the  supply  system. 
Under  slock  funding,  the  customer  will  reimburse 
the  supply  system  for  a  replacement,  as  is  now  done 
for  consumable  parts.  This  requirement  should  pro¬ 
vide  the  necessary  incentive  for  maintenance  ac¬ 
tivities  to  make  additional  diagnoses  and  repair 
malfunctions  until  the  DLR  is  clearly  beyond  the 
unit’s  capability  to  repair.  DLR’s  evacuated  to  the 
general  support  and  depot  maintenance  levels  will 
very  likely  be  in  a  more  advanced  state  of  disrepair 
and  thus  more  difficult  and  time-consuming  to 
repair. 

The  impact  of  stock  funding  may  lead  to  changes 
in  general  support  and  depot  maintenance  work¬ 
loads.  The  complexity  of  their  workloads  may  in¬ 
crease  and  the  quantity  of  unserviceable  items  being 
received  for  repair  will  likely  decrease.  The  depot- 
level  repair  process  will  be,  more  than  ever,  the 
Army’s  primary  resupply  source  for  DLR’s.  Because 
great  savings  can  be  realized  by  repairing  rather  than 
buying.  Army  policy  calls  for  repairing  all  available 
unserviceable  assets  for  which  a  requirement  exists 
before  purchasing  new  ones. 

Training  and  Marketing 

It  is  critical  to  the  success  of  stock  funding  of 
DLR’s  that  the  program  function  correctly  from  the 
very  first  day.  Soldiers  and  civilian  workers  must 
have  the  right  information,  know  what  is  expected 
of  them,  and  have  the  procedures  to  perform  their 
tasks.  SLA  has  developed  a  videotape  on  the  con¬ 
cept  of  stock  funding  DLR’s,  which  was  distributed 
to  the  field  in  March.  This  tape  should  be  shown 
down  to  the  unit  level,  both  to  train  soldiers  and  to 
obtain  feedback  for  developing  MACOM  implemen¬ 
tation  plans  for  stock  funding. 

SLA  is  also  developing  a  training  program,  con¬ 
taining  lesson  plans,  training  aids,  and  exportable 
training  packages,  that  can  be  used  to  prepare  per¬ 
sonnel  at  the  retail  level  for  the  change  to  stock  fund¬ 
ing.  Starting  in  June,  five  3-person  mobile  training 
teams  will  visit  the  MACOM’s  to  provide  training 
down  to  the  MMC  level.  Each  team  will  be  assigned 


to  visit  specific  organizations  and  provide  onsite 
training  to  as  many  workers,  managers,  and  super- 
v  isors  as  the  organization  desires  within  a  3-io  5-day 
period.  Each  team  will  include  e.xperts  in  supply, 
maintenance,  and  finance.  The  Army  Quartermaster 
Center  and  School  at  Fort  Lee  will  establish  a  train¬ 
ing  and  marketing  task  force  to  oversee  the  mobile 
training  teams. 

The  concept  of  stock  funding  DLR’s  is  already 
being  taught  in  some  service  schools;  others  will  start 
instruction  this  year.  A  “Commander’s  Pocket 
Guide’’  now  being  developed  will  identify  the  pur¬ 
poses,  objectives,  implications,  and  critical  leader¬ 
ship  responsibilities  underlying  the  implementation 
of  stock  funding. 

■A  demonstration  of  stock  funding  of  DLR’s  is 
currently  underway  at  the  2d  Infantry  Division  and 
the  19th  Support  Command  in  Korea.  This  test  will 
not  involve  “real  dollars.”  It  will  use  a  parallel 
automation  system  operated  by  the  test  contractor 
to  identify  systemic  problems,  analyze  feedback 
from  soldiers  and  commanders,  document  system 
change  requirements,  and  evaluate  resource  re¬ 
quirements.  Results  of  the  test  will  be  used  to  refine 
plans  for  implementing  stock  funding  Army-wide. 

Stock  funding  of  DLR’s  will  improve  management 
of  secondary  items.  Moving  and  realigning  funds  will 
be  easier,  and  the  buyer-seller  relationship  of  a  work¬ 
ing  capital  fund  will  provide  needed  financial  incen¬ 
tives  for  efficiency.  Instead  of  one  fund  to  procure 
and  another  to  repair,  the  ASF  will  finance  both 
functions  at  the  wholesale  level.  The  wholesale  repair 
facilities  will  repair  only  DLR’s  that  can  be  sold  by 
the  ASF  to  its  customers;  inventory  growth  will  be 
curtailed;  customers  will  be  more  cost-conscious 
when  placing  orders  for  high-dollar  items;  and  the 
retrograde  pipeline  will  receive  more  intensive 
management. 

The  success  of  stock  funding  DLR’s  depends  on 
.Army-wide  awareness  and  support.  The  old  adage 
of  “readiness  at  any  cost”  is  no  longer  applicable. 
The  Army  of  the  future  must  realize  that  its  force 
structure  will  diminish  and  resources  will  be  less  than 
in  recent  decades.  Stock  funding  of  DLR’s  offers 
greater  flexibility  for  commanders,  leaders,  and 
managers  to  make  efficient  decisions  to  accomplish 
tomorrow’s  mission.  ALOG 
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Appendix  AN 

Otiecthm  Supply  CapabUrty,  Army  LogisUaan, 
September-October  1991 


The  Strategic  Logistics  Program 


Objective 
Supply  Capability 


by  Todd  Wagenhorst 


The  Strategic  Logistics  Agency 
is  working  with  other  Army  activities 
to  streamline  requisitioning 
and  speed  support  to  customers. 


During  Operations  Desert  Shield  and 
Desert  Storm,  time  and  distance  factors  and  aging 
technology  combined  to  severely  stress  the  Army 
Logistics  System.  The  biggest  challenge  was  filling 
the  overwhelming  volume  of  requisitions  submitted 
by  units  in  Southwest  Asia.  At  their  height,  requisi¬ 
tions  averaged  12,000  per  day.  The  air  line  of  com¬ 
munication  to  the  Persian  Gulf  region  was  approx¬ 
imately  20  days,  of  which  10  to  12  days  were  needed 
simply  to  get  a  requisition  out  of  the  theater.  The 
cost  of  operating  this  supply  pipeline  was  $23  million 
each  day!  Yet,  because  of  a  lack  of  asset  visibility, 
many  requisitions  were  passed  to  the  United  States 
when  the  needed  items  were  already  positioned  in 
Saudi  Arabia. 

In  the  current  supply  and  maintenance  environ¬ 
ment,  each  request  initiated  at  the  user  level  may  be 
processed  through  several,  sequential,  retail-level 
supply  systems  before  it  is  received  at  the  wholesale 
level  of  supply.  As  a  user’s  requirement  moves 
through  the  various  levels,  it  may  be  satisfied;  it  may 
be  joined  with  the  requirements  of  other  users  and 
passed  on  to  the  next  level  as  part  of  a  single,  larger 
requirement;  or  it  may  be  passed  to  the  ultimate  sup¬ 
plier  as  originally  submitted.  If  user  requirements 
are  automated,  they  are  submitted  through  an  ex¬ 
change  of  magnetic  media;  if  they  are  not  auto¬ 
mated,  they  are  submitted  through  a  manual  ex¬ 
change  of  paper  documentation.  Requests  may  take 


up  to  14  days  after  submission  to  reach  the  national 
supply  point.  Existing  and  emerging  systems  lack  all 
of  the  features  needed  to  substantially  increase  the 
speed  of  processing. 

The  Army  needs  a  concept  for  streamlining  the 
requisitioning  process  that  will  achieve  realistic  cost 
savings  while  increasing  the  efficiency  of  the  logistics 
system.  Outdated  technology,  batch  processes,  man¬ 
ual  processing,  and  administrative  procedures  that 
do  not  contribute  directly  to  the  movement  of  in¬ 
formation  or  materiel  all  must  be  reduced,  bypassed, 
or  eliminated.  A  new  system  architecture  is  needed 
that  can  provide  immediate  processing  of  requests 
from  the  customer  to  the  source  of  supply,  furnish 
the  status  of  each  request  to  the  customer,  and  en¬ 
sure  that  locally  available  assets  are  issued  before 
a  request  is  passed  to  the  next  level  of  supply. 

The  Army’s  solution  to  this  challenge  is  the  ob¬ 
jective  supply  capability  (OSC).  By  using  proven 
communications  and  advanced  automation  tech¬ 
niques,  OSC  will  modify  the  e.xisting  supply  process 
to  permit  same-day  processing  of  customer  supply 
requests:  provide  customers  with  the  immediate 
status  of  their  requests:  and  ensure  that  a  lateral 
search  and  issue  of  ail  available  assets  on  the  cus¬ 
tomer’s  installation  or  within  his  geographical  area 
is  made  before  unfilled  requests  are  passed  to  the 
wholesale-level  supply  system.  The  resulting  reduc¬ 
tion  in  order  time  will  enhance  unit  readiness,  in- 
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crease  inventory  turnover,  and  reduce  inventory 
investment. 

The  OSC  is  actually  a  collection  of  minor  modi¬ 
fications  to  existing  standard  Army  management  in¬ 
formation  systems  (STAMIS),  combined  with  an 
electronic  gateway  that  links  the  operation  of  those 
systems.  Because  of  the  gateway,  unit-level  supply 
and  maintenance  customers  are  presented  with  what 
appears  to  be  a  seamless,  near-real-time  supply 
system. 

While  OSC  interacts  with  the  unit-level  logistics 
system  (ULLS),  standard  Army  maintenance  system 
(SAMS),  standard  Army  retail  supply  system- 
objective  (SARSS-0),  direct  support  unit  standard 
supply  system  (DS4),  and  standard  Army  intermedi¬ 
ate  level  supply  (SAILS)  system,  it  will  not  replace 
any  of  their  functions  or  add  significantly  to  their 
processing  requirements.  Instead,  OSC  will  act  as 
an  executive  agent  for  the  requisitioner  by  rapidly 
locating  the  stocks  that  will  most  expeditiously  fill 
his  order. 

Under  the  OSC,  the  retail  STAMIS  will  be  en¬ 
hanced  to  provide  customers  with  “same-day”  proc¬ 
essing  of  requests  and  requisitions  to  the  various 
sources  of  supply  through  the  electronic  gateway. 
For  example,  a  prescribed  load  list  clerk  will  still  use 
ULLS  to  request  repair  pans.  However,  each  request 
will  be  sent  directly  to  the  gateway  for  processing, 
rather  than  being  added  to  the  daily  batch  of  requests 
passed  to  the  direct  support  unit.  Once  the  clerk’s 
request  is  received  at  the  gateway,  a  lateral  search 


and  issue  process  will  ensure  that  locally  available 
items  are  issued  before  the  request  is  forwarded  to 
the  next  source  of  supply.  Manual  exchange  of  pans 
requests  on  magnetic  media  will  still  be  available  as 
a  backup  system. 

Three  functional  capabilities  are  being  added  to 
existing  and  emerging  supply  systems  to  create  the 
OSC.  Communications  interface  and  internal  proc¬ 
ess  changes  will  provide  ULLS  and  SAMS  users  with 
near-real-time  processing  of  requests  and  order  status 
by  means  of  the  gateway.  Other  communications  and 
internal  process  changes  will  provide  asset  balance 
information  from  DS4  and  SAILS  to  the  gateway 
on  a  periodic  basis  and  will  release  items  to  custom¬ 
ers  as  directed  by  the  gateway.  Finally,  a  single  rela¬ 
tional  data  base  (the  gateway)  will  furnish  the  man¬ 
agement  and  control  mechanism  to  make  OSC  work. 

The  gateway  will  contain  the  necessary  informa¬ 
tion  for  making  decisions  while  processing  requests. 
This  information  will  include  copies  of  the  asset 
balance  files  for  each  direct  support  supply  activity 
in  the  Army.  A  transaction  history  file  will  contain 
an  image  of  each  request  received,  the  date  and  time 
the  request  was  placed,  and  a  code  indicating  the 
action  taken  by  the  gateway.  Financial  information 
will  also  be  maintained  for  each  authorized  user. 
These  data  sources  will  be  used  to  perform  edits, 
process  validations,  obtain  financial  management 
information,  and  provide  supply  status  information 
to  the  user. 

The  gateway  software  is  designed  to  return  status 


]The  objective  supply  capability  will  make  it  possible  to  place  an  order  in  less  than  a  minute. 
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information  to  the  requestor  within  minutes.  This 
status  will  identify  what  action  to  take  or  what  ac¬ 
tion  has  been  taken.  The  gateway  will  also  process 
the  request  to  the  appropriate  level  of  supply,  in¬ 
cluding  the  wholesale  level  when  necessary,  in  1  day 
instead  of  up  to  14  days. 

The  OSC  concept  was  demonstrated  in  a  proof- 
of-orinciple  test  at  Fort  Hood,  Texas,  in  the  fall  of 
1988.  Based  on  the  success  of  that  demonstration 
and  the  enthusiasm  of  the  units  involved,  an  ex¬ 
panded  proof-of-principle  demonstration  was  con¬ 
tinued  through  March  1991. 

As  a  result  of  a  milestone  review  conducted  by 
the  Major  Automated  Information  System  Review 
Council  in  February  1991,  OSC  management  was 
transferred  to  the  program  executive  officer  for 
STAMIS.  A  product  manager  (PM)  for  OSC  was 
appointed  under  the  project  manager  for  Army  retail 
logistics  systems.  PM  OSC  will  coordinate  changes 
to  existing  systems,  develop  the  OSC  data  base,  and 
field  OSC. 

The  Army  is  testing  the  tactical  communication 
capability  of  OSC  in  the  Kuwaiti  theater  of  opera¬ 
tions.  This  will  include  the  use  of  commercial  radio, 
mobile  subscriber  equipment,  and  satellite  com¬ 
munication  links.  While  acting  as  a  test  bed,  OSC 
will  also  provide  cost  savings  and  better  asset  visi¬ 
bility  as  the  troops  in  that  theater  withdraw. 

Tactical  communication  fielding  plans  are  being 
formulated  to  support  the  Army’s  contingency 
corps,  the  XVIII  Airborne  Corps,  as  soon  as  possi¬ 
ble.  The  goal  is  to  provide  compatible  communica¬ 
tion  equipment. 

What  will  OSC  mean  to  the  Army?  OSC  will  con¬ 
tribute  directly  to  greater  weapon  system  availability 
and  more  efficient  and  effective  logistics  support  in 
several  areas — 

•  Asset  visibility.  Army  supply  managers  will  gain 
access  to  all  class  II  (clothing  and  individual  equip¬ 
ment),  packaged  class  III  (petroleum,  oils,  and  lubri¬ 
cants),  and  class  IX  (repair  parts  and  components), 
as  well  as  limited  class  IV  (construction  materials), 
and  assets  stocked  at  retail  level  within  the  Army. 
Redistribution  will  be  automated  to  more  effectively 
use  available  assets.  OSC  will  identify  authorized 
stockage  list  assets  on  hand  above  prescribed  levels 
and  allow  for  the  redistribution  of  those  assets  to 
fill  customer  requirements.  It  will  also  provide  local 
item  managers  with  the  ability  to  make  sound  man¬ 
agement  decisions  about  stockage  (for  example,  how 
many  items  should  be  stocked  and  where). 

Supply  managers  will  have  the  capability  to  in¬ 
quire  into  the  various  OSC  data  bases  (such  as  DS4 
and  SAILS  asset  balance  files)  to  extract  specific 
management  reports  outlining  the  effectiveness  of 


OSC.  Resource  managers  will  be  able  to  monitor  and 
control  the  e.xpenditure  of  operation  and  mainte¬ 
nance  and  stock  funds  by  inquiring  and  updating 
the  gateway  data  base. 

•  Reduced  order  and  shipping  and  customer  wait¬ 
ing  times.  The  time  devoted  to  processing  orders  and 
the  subsequent  time  spent  by  customers  waiting  for 
their  deliveries  will  be  reduced  by  cutting  the  proc¬ 
essing  time  for  requests  from  up  to  14  days  to  less 
than  1  day. 

•  Lower  inventory  cost.  The  decrease  in  order  and 
shipping  time  will  allow  the  Army  to  decrease  req¬ 
uisitioning  objectives,  which  will  translate  into  lower 
inventory  and  inventory  maintenance  costs. 

•  Improved  readiness.  Operational  readiness  is  a 
function  of  equipment  availability  and  thus  of  parts 
availability.  Sixty-two  percent  of  all  non-mission- 
capable  time  is  directly  attributable  to  lack  of  parts. 
Greater  asset  visibility  within  a  geographical  area  and 
lateral  distribution  of  critical  assets,  coupled  with 
an  accelerated  process  for  routing  requisitions  to  the 
appropriate  source  of  supply,  will  result  in  increased 
equipment  availability  and  improved  operational 
readiness. 

•  Functional  performance  improvements.  Im¬ 
proved  materiel  availability  and  more  accurate  infor¬ 
mation  about  requisitions  will  allow  unit  mainte¬ 
nance  and  supply  managers  to  plan  more  accurately. 
Better  planning  will  produce  better  use  of  the  Army’s 
resources  and  higher  availability  of  systems. 

Finally,  what  is  the  financial  payoff  of  OSC?  Pre¬ 
liminary  cost-benefit  analysis  shows  the  potential  for 
incremental  savings  over  current  operating  costs  to 
be  nearly  $500  million  through  fiscal  year  1997. 

The  realization  of  the  objective  supply  capability 
will  increase  the  effectiveness  of  the  Army’s  logistics 
system  and  improve  requisitioning  for  users  at  all 
levels.  Perhaps  most  importantly,  OSC  will  move 
the  Army  closer  to  the  goal  of  transforming  the  cur¬ 
rent.  separate  wholesale  and  retail  systems  into  a 
single,  integrated  network.  ALOG 
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Readiness-Based  Mamtenance,  Anmy  Logistician, 
Noyember-December  1991 


The  Strategic  Logistics  Program 


Readiness-Based  Maintenan< 

The  Army  is  testing  a  concept  that  will  maximize  weapon  s) 
of  our  maintenance  resources  for  class  IX  Items. 


In  recent  years,  the  Army  has  placed  a  grow¬ 
ing  emphasis  on  acquiring  high-technology  weapon 
systems.  The  value  of  these  weapon  systems— such  as 
the  Patriot  air  defense  missile.  AH-64  Apache 
helicopter,  and  Ml  Abrams  tank— was  demonstrated 
recently  in  Operations  Desert  Shield  and  Desert  Storm. 

However,  the  complexity  of  these  weapon  systems 
and  their  associated  repair  parts  makes  them  very  ex¬ 
pensive  and  difficult  to  maintain.  The  high  cost  of  some 
of  their  class  K  spares,  coupled  with  constrained  Army 
budgets  for  the  foreseeable  future,  will  not  allow  us  to 
stock  class  IX  assets  in  the  logistics  pipeline  as  we  have 
done  in  the  past.  Even  if  the  necessary  funds  were 
available,  our  inability  to  accurately  predict  equipment 
failures  could  preclude  us  from  buying  the  right 
things -and  in  wartime,  predicting  failures  becomes 
even  more  difficult. 

Army  doctrine  is  changing  as  the  Soviet  threat 
recedes,  yet  recent  experiences  have  shown  that  the 
Army  must  be  prepared  to  deploy  and  fight  anywhere 
in  the  world  at  a  moment's  notice.  To  ensure  that  its 
weapon  systems  are  ready,  the  Army  needs  to  improve 
its  ability  to  prioritize  repair  requirements  and  link  its 
distribution  of  class  IX  assets  to  those  priorities. 

To  answer  this  challenge,  the  Army  is  testing  a  con¬ 
cept.  called  readiness-based  maintenance,  that  was 
developed  by  the  RAND  Corporation's  Arroyo  Center 
in  Santa  Monica.  California.  'The  key  part  of  the  overall 
readiness-based  maintenance  concept  is  a  mathematical 
model  called  distribution  and  repair  in  variable  en¬ 
vironments  (DRIVE).  The  basic  objective  of  DRIVE 
is  to  maximize  the  probability  that  all  units  will  meet 
their  weapon  system  availability  goals  at  the  end  of  the 
planning  period. 

When  fully  developed.  DRIVE  will  provide  logisti¬ 
cians  at  many  levels  with  a  decision-support  tool  that 
can  accomplish  two  fundamental  tasks.  First.  DRIVE 
will  prioritize  repair  requirements,  which  will  enable 
logisticians  to  make  the  best  use  of  maintenance 
resources.  Second.  DRIVE  will  recommend  distribu¬ 
tion  of  class  IX  assets  by  unit,  which  will  increase  the 


probability  that  units  will  meet  the  weapon  system 
availability  goals. 

The  DRIVE  model  requires  the  input  of  both  opera¬ 
tional  and  logistics  data.  Operational  data  include  such 
information  as  anticipated  operating  tempo,  the  inten¬ 
sity  and  duration  of  combat,  the  weapon  system 
availability  goal,  and  force  structure. 

Logistics  data  include  worldwide  class  IX  asset  data 
(for  both  serviceable  and  unserviceable  assets),  failure 
factors,  the  distribution  of  maintenance  tasks,  repair 
times,  order  and  shipping  times,  and  many  other  vari¬ 
ables.  After  the  data  are  fed  into  the  model.  DRIVE 
produces  a  short-term  list  of  what  to  fix  and  where  to 
send  class  IX  assets. 

The  RAND  Arroyo  Center  has  conducted  three  proof- 
of-concept  simulations,  one  each  at  the  depot,  theater, 
and  division  levels.  These  tests  demonstrated  that  a 
decision-support  tool  such  as  readiness-based  mainte¬ 
nance  could  improve  Army  logistics  support  of  high- 
technology  systems  in  a  variety  of  areas.  The  potential 
is  great  for  significant  payoffs  in  increased  weapon 
systems  availability.  Readiness-based  maintenance  can 
also  provide  more  flexible  and  responsive  support  at 
a  lower  cost. 

For  the  past  several  years,  the  Air  Force  has  con¬ 
ducted  tests  of  a  DRIVE  model  to  prioritize  repair  re¬ 
quirements  at  the  Ogden  Air  Logistics  Center.  Utah. 
Based  on  the  work  done  by  the  Air  Force,  the  Army 
has  awarded  two  contracts,  through  the  Air  Force 
Logistics  Command,  to  The  Analytic  Science  Corpora¬ 
tion  and  Dynamic  Research  Corporation  to  conduct 
proof-of-principle  prototype  tests.  One  test  will  be  at 
the  depot  and  national  inventory  control  point  level  and 
the  other  in  a  corps  or  division  materiel  management 
center. 

The  first  test— at  the  depot  and  national  inventory'  con¬ 
trol  point  level— began  28  May  and  is  scheduled  to  con¬ 
tinue  through  27  November.  To  reduce  the  scope  of 
this  test,  it  is  limited  to  the  fire  control  system  of  the 
multiple  launch  rocket  system  (MLRS).  The  national 
inventory  control  point  for  this  system  is  the  Army 
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tern  availability  while  optimizing  use 


Missile  Command  at  Redstone  Arsenal.  Alabama,  and 
its  repair  sources  are  Red  River  Army  Depot.  Texas, 
and  a  contractor.  LTV.  Units  supponed  in  the  test  in¬ 
clude  MLRS  units  in  the  continental  United  States  under 
U.S.  Forces  Command  and  in  South  Korea. 

Data  to  support  the  test  are  coming  from  existing  and 
evolving  standard  Army  management  information 
systems.  Data  extracts  are  being  provided  from  the  com¬ 
modity  command  standard  system,  standard  depot 
system,  logistics  intelligence  file,  and  total  asset  visi¬ 
bility  file.  In  addition,  a  standard  Army  maintenance 
system  change  package  was  provided  to  the  MLRS 
units.  That  package  allows  open  work  orders  to  flow 
to  the  Army  Materiel  Readiness  Support  Activity  in 
support  of  the  test.  Operational  data  are  being  fed  to 


Z;  DRIVE  will  use  operational  and  logistics  data  to 
produce  prioritized  lists  that  guide  logistics  decision¬ 
making. 


Early  test  results  indicate  that  the  quality  of  the  data 
being  input  into  the  model  needs  improvement.  Because 
a  large  number  of  assets  are  available  in  the  field  for 
each  national  stock  number  in  the  test,  the  repair  lists 
recommended  by  DRIVE  have  been  very  short:  in  some 
cases,  no  assets  have  been  recommended  for  repair. 
DRIVE  is  also  recommending  distribution  of  serviceable 
assets  to  units  by  Department  of  Defense  activity  ad¬ 
dress  code  (DODAAC);  requisitions  are  then  matched 
to  the  recommended  distribution  lists.  In  many  cases, 
however,  no  requisitions  for  these  serviceable  assets 
have  been  received  from  the  field.  This  problem  has 
resulted  because  readiness-based  maintenance  is  pro¬ 
active.  not  reactive  (being,  in  essence,  a  “push"  system), 
and  thus  represents  a  change  from  the  traditional  “pull" 
system  of  requisitioning. 

The  Army  Materiel  Systems  Analysis  Activity 
(AMSAA)  is  acting  as  the  independent  evaluator  for 
the  test.  Its  evaluation,  to  be  completed  in  February 
1992.  will  examine  the  feasibility  of  using  an  algorithm 
like  DRIVE  to  assist  in  decision-making,  evaluate  the 
usefulness  of  the  products  produced  by  DRIVE,  and 
assess  potential  payoffs.  Lessons  learned  will  also  be 
provided  at  the  conclusion  of  the  test.  The  test  of  the 
readiness-based  maintenance  concept  in  a  corps  or  divi¬ 
sion  materiel  management  center  is  planned  for  April 
to  September  1992. 

As  the  Army  moves  forward  with  stock  funding  of 
depot-level  reparables  and  accommodates  to  reduced 
budgets,  it  is  imperative  that  logisticians  have  decision- 
support  tools  that  will  help  them  provide  the  best  sup¬ 
port  to  the  soldier  in  the  field.  Readiness-based  main¬ 
tenance  looks  like  a  promising  source  of  assistance  in 
ensuring  weapon  system  availability.  ALOG 


Cecilia  B.  Butler  is  a  logistics  management 
specialist  assigned  to  the  Army  Strategic  Logistics 
Agency,  Fort  Belvoir,  Virginia,  and  is  the  team 
leader  of  the  readiness-based  maintenance  ini¬ 
tiative.  She  is  a  graduate  of  the  Army  Materiel 
Command  supply  management  intern  program. 
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The  Strategic  Logistics  Program 

Usage-Based 


by  Robert  D.  Berger, 
Edwin  Gotwais, 
and  Bobbv  Chin 


This  concludes  the  Strategic  Logistics  Agency  's  series 
of  articles  on  the  Strategic  Logistics  Program. 

-  Editor 

cornerstone  initiative  of  the  Strategic 
Logistics  Agency  (SLA).  Fort  Belvoir.  Virginia,  is 
usage-based  requirements  determination  (UBRD).  In 
a  time  of  shrinking  defense  budgets,  this  program  gets 
back  to  the  basics  of  logistics  by  focusing  on  enhance¬ 
ments  to  core  functional  processes  and  their  related  data 
sources.  It  will  improve  the  support  of  logistics  func¬ 
tions  by  applying  cost-effective  methodologies,  infus¬ 
ing  state-of-the-art  technology,  and  using  feedback  data 
from  the  field. 

UBRD  establishes  baseline  requirements  for  the  func¬ 
tional  processes  of  provisioning,  cataloging,  and  supply 
management.  UBRD  will  expedite  the  application  of 
the  weapon  system  sparing-to-availabilit>  concept  across 
the  Army.  The  sparing-to-availability  concept  is  a 
generic  term  used  to  encompass  the  implementation  of 
optimum  inventory  proces.ses  developed  to  support 
weapon  system  performance  at  the  least  cost.  These 
processes  use  models  that  are  characterized  as  being 
multiechelon.  multi-indentured  inventory  models  that 
determine  the  optimal  range  and  depth  of  spares  and 
repair  parts  at  all  locations  in  order  to  meet  either  a 
weapon  system  or  end  item  budget  constraint  or  a 
weapon  system  or  end  item  operational  performance 
target.  These  key  functional  processes  generate  the 
majority  of  the  logistics  information  u.sed  in  determin¬ 


ing  requirements.  They  are  the  information  engines" 
that  drive  all  other  logistics  processes. 

UBRD  IS  not  a  system  but  a  management  strategy 
used  bv  SL.A  to  support  and  integrate  emerging  ini¬ 
tiatives  across  the  areas  of  provisioning,  cataloging, 
and  supply  management.  UBRD  includes  three  major 
program  subinitiatives:  usage-based  provisioning;  the 
logistics  data  enhancement  program;  and  multiechelon 
sparing-to-availability.  Through  these  subinitiatives. 
UBRD  supports  the  implementation  of  several  elements 
included  in  the  Defense  .Management  Review  decisions 
(D.MRD’s).  UBRD  suppons  D.MRD  s  by  documenting 
functional  automation  requirements  and.  in  some  in¬ 
stances.  by  providing  funding  for  actual  development 
of  software  for  automation  requirements  through  the 
proof-of-principle  methodology . 

The  DMRD  process  is  driven  by  the  need  to  reduce 
costs  and  provide  savings.  The  .Army  must  reduce  the 
cost  of  doing  business  without  degrading  readiness. 
UBRD  contributes  to  this  effon  by  improving  the  key 
processes  that  generate  logistics  data  and  by  expediting 
the  implementation  of  improved  business  processes  such 
as  weapon  system  sparing-to-availability. 

An  equation  has  been  developed  to  demonstrate  how 
inefficiencies  in  provisioning,  cataloging,  and  supply 
management  lead  to  higher  than  necessary  inventory 
costs.  The  UBRD  equation  is  based  on  the  premise  that 
our  current  logistics  processes  operate  below  optimal 
levels  because  inaccurate  data  or  inefficient  processes 
are  used  in  determining  requirements  for  initial  fielding 
or  replenishment  of  spares  and  repair  parts.  In  some 
cases,  manual  calculations  are  used  to  determine  re¬ 
quirements. 

In  the  UBRD  equation,  inventory  cost  is  a  function 
of  the  degree  to  which  accurate  data  are  input  and  op¬ 
timal  logistics  models  are  used  to  generate  requirements 
for  spares  and  repair  parts.  Simply  stated,  the  use  of 
inefficient  models  or  inaccurate  data  may  cau.se  higher 
than  neces.sary  inventory  costs.  The  UBRD  equation 
is  illustrated  as  follows  — 

Inventory  =  f  /Optimization  ^  Input  j 
Cost  I  Model  Accuracy  j 

UBRD  will  reduce  inventory  costs  by  supporting  the 
implementation  of  optimization  nuxiels  and  by  improv¬ 
ing  the  accuracy  of  the  data  needed  to  run  those  models. 
An  optimization  model  u.ses  an  algorithm  to  compute 
requirements.  It  provides  for  the  correct  mix  of  an  in¬ 
ventory  of  repair  parts  and  secondary  items  to  sustain 
maximum  readiness  at  a  given  cost.  A  primary  objec¬ 
tive  of  UBRD  is  to  ensure  that  optimization  models 
using  the  sparing-to-availability  process  are  u.sed 
throughout  the  requirements  process  in  both  whole.sale 
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Usage-based  provisioning  will  improve  the  current  process  bv  eiectronicallv  linking  provisioning  and 
usage  data  bases  and  using  feedback  data  to  automaticailv  update  failure  factors. 


and  retail  ^sstems. 

The  need  for  more  accurate  data  to  feed  optimiza¬ 
tion  models  is  obvious.  .Many  recent  studies  on  excess 
repair  parts  and  spares  management  indicate  that  er¬ 
roneous  data  and  the  lack  of  feedback  from  the  lield 
are  primary  causes  of  excess  inventories.  Historicallx . 
when  the  u.se  of  inaccurate  data  led  to  shortages,  the 
remedy  was  to  procure  more  pans,  w  hich  m  some  ca.se.s 
resulted  in  additional  excess  inventories.  In  the  luture. 
constrained  budgets  will  make  the  option  ot  bus  ing  more 
items  to  cover  shortfalls  a  luxury,  .\ccurate  informa¬ 
tion  will  be  a  commoditx  as  valuable  as  the  dollars  neeo- 
ed  to  purchase  the  items. 

Usage-Based  Provisioning 

Usage-based  provisioning  is  ihe  'uninitiative  that 
tocuses  on  enhancements  to  the  pros  isioninu  process. 
These  enhancements  include  the  lollowing- 

•  Pros  iding  lull  compatibilitv  w  ith  the  logistics  sup¬ 
port  analysis  recon.1  iL.S.XRi. 

•  .Accepting  .ind  editins:  provisioning  technical 
documentation. 

•  Recording  .iiiii  mainttiinini:  provisioning  decisions. 

•  1’rovn.iing  an  audit  trail  oi  ehanees  lo  kev  d.iia 
lields. 

•  Kstablishme  a  conliuuratum  baseline  lor  weapon 


systems  management. 

•  Prov  iding  a  prtn  isionmg  screening  interface  with 
the  Federal  Catalog  System. 

•  Updating  failure  factors  using  feedback  data  from 
the  field. 

When  examined  individuallv .  these  enhancements 
constitute  the  basic  nuilding  blocks  of  a  new  and  im¬ 
proved  wav  of  conducting  the  business  of  provision¬ 
ing.  The  benefits  of  these  enhancements  will  be 
increased  bv  changes  in  the  provisioning  data  base, 
which  is  being  moved  out  ot  a  batch  sotfware-and- 
appiication  env  ironment  to  a  relational  data  base  en- 
V  in'nment. 

Usage-oased  provisioning  will  use  field  usage  data 
to  make  aoiiistments  to  initial  engineerinu  estimates, 
thereby  improving  or  validating  the  accuracy  of  data 
ihat  are  a  kev  source  lor  the  prov  isioning  computational 
model  for  requirements.  Appiv  mg  an  update  preveess 
lo  the  failure  factor  lor  maintenance  replacement  rate, 
as  It  IS  now  ealledi  w  ill  enhance  other  processes,  such 
.IS  the  support  list  allowance  computation  i.SL.ACi  and 
the  war  reserve  requirements  process.  Uurmg  the 
development  aiiil  operation  aiul  support  phases  of  the 
weapon  s\stem  litecvele.  optimi/ation  moriels.  applied 
with  field  usaee  data,  will  impriwe  weapon  svstem 
lurabilitv,  rearimess.  and  sustamabilitv  while  mcreas- 
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Under  the  logistics  data  enhancement  program,  Armv  cataloging  will  be  performed  by  a  single,  cen¬ 
tralized  cataloging  activity  rather  than  bv  11  organizations. 


ing  operational  availability  and  reducing  uneniorv  co>is. 

Two  proivts  oi  principle  w  ill  he  acinon.siraied  unuer 
the  usage-haseu  provisioning  suhmitiativ e.  One  is  an 
autoniateu  process  that  will  alK'w  urcating  oi'  lailure 
t'actors  ixised  on  usage.  This  test  will  t.iKC  place  uuring 
the  secona  uuarter  ol  Tlie  >cco!iu  is  ciectnuiic 

linkage  oi  provisioning  master  recorus  with  usage  data 
in  the  centrai  kiemand  data  base  iCDDBi.  which  took 
place  in  the  lourth  quarter  ot  Iddi 
The  prooi  oT  principle  lor  the  tailurc  lactor  automatCki 
process  mcitkies  the  kieveiopmcnt  oi  tiata  process 
anaiv/cr  that  will  Pc  established  at  tnc  v'DDB  suc  at 
the  Lv'gistic  C'ontrol  .\ctiv  itv .  the  Prcsaiu'  oi  San  b’ran- 
cisck'.  Ualilornia.  it  also  includes  the  c.cv eiopmeni  oi 
an  update  processor  tnat  vviH  he  linkcvi  U’  ihe  t'DfAB 
kiata  init  livalCki  at  each  \rmv  Materiel  ('I'lnmaiui 
I  A.MCi  inaior  'iinorkiinatc  comniaiiki 

As  part  ol  iis,iL:c-nask.'kl  pri'v  is|i<iiing.  liic  ni.iior  sup- 
iirkimatc  conimaiKis  prov  isn nung  ma'icr  klata  rccoikis 
wiil  i’c  clcciri'iiicailv  iinkcki  (hrougii  me  iisg  i>i  a  com 
municalions  iiaiwnrK.  I'liis  kapaisiiiiv  -.xiil  pn'vuic  a 
lolal-w caii('n-s\  sicm  \  igw  across  nia’i'r  siiPDikimaic 

kominaiKis  wink-  icuuking  ihc  kiupikaic  ,tala  sets  ihat 
kiirrcnilv  c\isi  ,a  ihusc  commaiuis  inis  k'lcciromc 
linkage  w  ill  pro',  uio  the  kapaoiiiiv  lo  'lucrlacc  aiui  c\ 
change  data  wnii  ,i  ki'niracinr  sue,  ,:inci  in  npkiaic 


LS.AR  data  k'r  ii'  prov  idc  the  c>'ntracttvr  access  tk'  the 
sparing-ti'-av aiiabiliiv  computer  model.  L'sage-based 
piovisioning  will  make  possible  ci'ntmued  development 
>'t  the  vveapem  sv  stem  management  concept  and  will 
meet  a  gi'ai  v'i  the  cv'mputer-aided  acquisiium  and 
logistics  suppi'ri  iC.ALSi  pnvgram  by  linking  wnat  are 
mnv  separate  ■isiands  "  >>l  automaium  across  iMie  lunc- 
iu>nai  area 

Logistics  Data  Enhancement  Program 

rite  genesis  ikU'  the  logistics  kiata  enhancement  po'- 
gram  iLDEP'  .'  D.MRI)  'Otd.  which  mandates  mat 
\rmv  cauiU"ging  he  ccnirali/cd.  The  .Army  currcntiv 
sonuucts  1  k'r  nu’ie  caiaiiigmg  ninctuuis  at  11  ditlcrent 
ikvatik'iis.  Uentraii/mg  .\rmv  cataik'gmg  will  heipckU- 
rcct  prk'Plcms  with  cataKig  kiata  accuracy  bv  ikkiucing 
the  numpcr  k’l  activ  iiics  ,nithk'ri/ed  Ik)  k  reate '  .niki 
kiisseminate  cataUkg  k.iala  and  bv  making  the  cataik'gmg 
i'rk'ccss  nik'rc  rcspk'tisivc  in  imieiv  updates  k't  kiata,  Bv 
.nstnuting  a  ■siiigic  kiata  'UPiiiiitcr  Ckincept.  centraii/a 
non  will  create  a  miai  kiiialitv  management  process  i,>i 
\rm\  cataik'gmg. 

t'lcatmg  aiiki  mainiainmg  a  wiialog  rccoiki  arc  kk'm 
i'ic\  aiui  mvk'ivcki  tasks  A  hen  the  kkirrect  proceiiurcs 
niki  pik'k esses  oi  the  I  ckieiai  C'aiah'g  System  are  ap 
oiieki.  \rmv  kC.iaik'giiig  o  a  v .due  akldek.!  logisties  m 
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Multiechelon  sparin(;-to-availjbilit\  will  improve  the  current  requirements  determination  process  tor 
supplv  management. 


r'ormation  management  proee^^.  Houever,  when  Niion- 
euts  are  taken  to  enter  uata  records,  proolems  result 
that  ea.scade  dou  n  through  the  entire  log!>tics  process 
and  across  runctionai  lines.  In  the  current  Army  catau'g- 
ing  process.  LS.AR  data  acuuireu  as  a  rcMiit  oi  ihe  pro- 
Msionini:  anu  .icquintion  process  are  :ed  into  ihe 
cataloging  pri'cess  at  eight  ditYerent  .Arms  mics.  The 
cataloging  ott'ices  at  three  other  >ite^  rroside  record 
maintenance  and  tile  compatibilits  procoMiiu. 

As  the  catalogine  proces>  conserts  L..A.\R  data  ano 
assigns  unique  coding  to  Arms  calaloe  .aid  U»al^tlc^ 
reci'rds.  the  resiiltine  cataloging  tiata  .ire  oa.N>ci.i  U’  the 
Deten.'.e  I,ogi>tics  .Scrsices  Center  .it  B.iitle  CrecK. 
.Michigan,  lor  .ippnnal  .ind  entrs  mio  ihe  I'edcr.ii 
C.iialog  .Sssicm  iTX'.Si  This  process  h.is  'truciunil  deli- 
cicncies  bec..asc  the  numerous  suhmltter^  oi  u.iia  Ot' 
not  consistentis  .ippis  ihe  umiorm  rules  .n  ihe  T'CS  u' 
the  hiisiness  nrocess.  Mans  redund.int  'tics  .mu  d.ii.i 
sources  arc  c:e.:iei.i.  hicti  resuiis  in  comp.ilitsiiits  pron- 
Icins.  The  csi.inlishmcni  oi  .1  vmelc  cenir.m.'cd  caialoe 
mg  .ictisits  ,il  ihc  Calaloc  Daia  .Aclisns  iCD.Ai  ssill 
|iros  ide  lor  .1  cenirali/cU.  total -qu.iliis  ■■t.maecmeni 
ICS  less  ill  the  .\iiiis  .at.iio'jine  pri'ces'  :;  .'iii  .1  smeic 

MIC. 

I.DIJ’  '.sill  siinpnii  'he  ots|ectise  o;  ecnirali.ine 
c.il.iio'jin'a  bs  sirc'-siii'a  the  uiacni  need  tor  mipioseu 


catalog  source  data.  These  data  pros  ide  essential  input 
to  the  sparing-i»s-as  .iiiability  imsucis  and.  more  n.ips'r- 
tantly.  pnn  ide  the  oasc  iniormaiion  support  to  ail  other 
K)gistics  lunciusns  aiiu  their  .lutomated  mtormation 
systems  at  all  sshoiesaie  and  retail  lesels.  The  LDEP 
subinitiatise  ssiil  .ii>o  reduce  unnecessars  insentors 
costs  by  increasing  quality  control  s't  data.  Cataloging 
basicails  restricts  ;nc  entrs  ot  nems  m  the  Federal 
Caiah'g  System  ns  initial  data  screenim;.  This  process 
encourages  the  incorporation  01  esistin'C  items  ot  supply 
into  the  coniiguraiion  oi  ness  sse.ipoti  s\ stems  enter¬ 
ing  the  insentors .  It  also  supports  msentory  reduction 
by  pH’siuiii'e  .1  purge  mechanism  lor  opsolete  items 
Tsso  other  l.DFP  proors-ol-principle  are  designed  to 
enhance  and  movierni/e  the  data  dissemination  tunction 
perlornied  by  ihec'D.A.  One  prool-ot-principie  ssiil  use 
compact  viisc  le.Ki  v'lils  memory  ii'D-ROMi.  and  the 
other  ssill  mi'derm/e  electronic  o.ita  dissemination 
ihrough  the  remote  terminal  .Arms  masier  data  lile  m- 
quirs  system  (R'T.M.ki  I'liese  moderni/ation  etlorts  ssill 
muse  the  Arms  .iss.is  Horn  the  use  ol  microliche  .is  the 
|srimars  medium  i.'r  c.italo'j  publications 

These  imii.itises  \sill  not  onls  enh.ince  the  data 
dissemination  pis'cess  but  ssill  ,ilso  implement  ,1 
lechnoli'cs  ss  hose  .kis  .mia'ces  .ire  onls  noss  beeinmne 
to  be  re.iii/ed.  I'P  ROM  ssill  improse  the  timeliness. 


'0 
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.itCLiraLA.  anu  UM;Iulncs>  i)r  cataio'aitrj  anu  lomsiic.^  aau; 
reduce  file  incDiiipatibiiiu  :  and  increase  a^er  prixiuctn- 
it\ .  A  >>ucceseful  CD-ROM  priKn-oi-rrincipte.  in  unich 
the  Arm\  master  data  tile  uas  disseminated  anu  e'.  aiu- 
ateu  in  the  tield.  has  aireaue  been  canaucteu  anu  docu¬ 
mented.  Ba.seuon  this  test,  a  subsequent  oroot-or-principie 
will  be  conducted  tii  test  the  usetuine's  or  a  pn'uuct  that 
a  ill  contain  ail  .\rm>  -unique  data  anu  pro\  lue  an  inter¬ 
acts  e  capaDilitN  uith  e\istine  .\rm>  oanuard  s\  stems. 

Multiechelon  Sparinj»-to-Availabilit\ 

The  linai  L'BRD  --uDinitiative  is  muitiecneion  spanne- 
to-a\aiiabilit\  i.MEST.Ai.  This  suDinmats e  focu.ses  on 
the  requirements  determination  and  replenishment  proc¬ 
esses  across  the  .\rm\ 

In  1990.  .AMC.  '.vith  Department  ot  :ne  .Army  con¬ 
currence.  required  "all  future  provisioning  computations 
to  he  accomplished  using  SES.AME  a  sparing-to- 
availabiiity  model)  in  the  least  cost  optimization  mode." 
.MEST.A  tocuses  on  the  accuracy  or  the  data  required 
by  this  model  and  also  supports  the  rollou-on  u.se  of 
a  .sparing-to-avaiiabiiit\  prex'ess  tor  retail  replenishment. 
By  implementing  spanng-to-availabiiit\  across  the 
.Army,  both  provisioning  and  retail  replenishmeni  wiil 
be  operating  in  a  least-cost  mode  u  ithout  degrading 
weapon  system  performance. 

Critical  to  the  use  or' the  sparing-to-a\aiiabtlity  proc¬ 
ess  IS  the  accuracy  ot'  the  estimates  ot  the  process 
parameters.  Realistic  estimates  ot'ke\  supply  manage¬ 
ment  data  elements  need  to  be  used.  These  data  must 
be  auditable,  and  a  historical  data  bank  needs  to  be 
established  so  trend  anah.ses  can  be  perr'ormed.  Usage 
and  asset  data  must  be  monitored  to  maintain  the  et- 
r'ecfiveness  ot  the  .MEST.A  applications. 

SL.A  IS  currently  working  with  the  Army  .Materiel 
Systems  .Analysis  .Activity  to  demonstrate  the  etticien- 
cy  ot  the  .MEST.\  optimization  process  that  will 
generat'’  replenishment  requirements  at  the  retail  le\ei 
ot  supply.  This  initiati\e.  together  with  changes  pro- 
lected  tor  the  stock  models  at  the  wholesale  level,  will 
.illow  the  Arms  to  estaolish  a  multiecheion  requirements 
determination  capabilitv  and  support  the  Ariin  s  move 
toward  a  seamless  logistics  system. 

Three  proots-ot-prmciple  are  planneu  under  the 
MEST.A  subinitiative.  One.  called  .M-ZO-i  iransparcn- 
c\ .  IS  designed  to  enhance  the  supply  management  proc¬ 
ess  by  establishing  a  reiaiional  data  base  management 
xvstem  tor  u.>c  in  the  wholesale  requirements  vietermina- 
iion  process.  The  other  proots-ot-princirie  w  ill  provide 
.1  capabilitv  tor  usinu  asset  data  in  the  requirements 
determination  process  lo  oHset  procurements  .mo  .1 
retiisinbution  capabilitv  lor  existing  assets.  TIte  .M-204 
iransparcncv  prooi-ol-principie  is  scheoiiied  tor  the  lirsi 
quarter  ol  the  others  arc  still  :n  the  concept 

developmeni  .ind  coordination  phase. 


While  the  'uv  mgs  aspects  that  relate  to  the  overall 
L'BRD  proieci  nave  not  neen  aiscussed.  thev  are  sub¬ 
stantial.  However,  the  realization  ot  the  bulk  ot  these 
savincs  depenos  on  the  rapid  development  and  im¬ 
plementation  or  the  EBRD  proots-ot-principle.  The 
target  milestones  lor  the  initiatives  in  supply  manage¬ 
ment  will  be  as  aggressively  pursued  as  those  in  the 
I'ther  runctumai  areas  in  order  to  realize  the  protected 
savings.  If  these  savings  are  not  achieved.  luture  budget 
cuts  Will  be  inevitable  in  noniogistics  areas,  'uch  as 
operations  and  training. 

Once  the  actions  discussed  here  are  fully  underway . 
EBRD  w  ill  get  "^ack  to  basics '  again  by  suDiecting  these 
key  functions  to  a  process  called  obiect-oriented  pro¬ 
gramming  lOOPi  This  process  is  intended  to  restruc¬ 
ture  how  we  develop  information  systems  in  a  way  that 
will  combine  actual  data  or  information  with  the  cor¬ 
responding  application  code  to  produce  a  reusanle 
generic  module.  That  mtxiule  can  then  be  linked  to  many 
other  generic  modules  to  form  a  complete  tunctionai 
process  and.  eventually,  a  complete  system. 

The  EBRD  initiative  represents  an  effon  to  reassess 
key  functional  processes  from  top  to  bottom.  It  focu.ses 
on  near-term  fixes  to  existing  sy  stems  and  processes 
that  have  quick  payoffs  and  known  returns.  It  allows 
the  .Army  to  move  its  automated  system  development 
toward  the  DOD  objective  corporate  information 
management  iCl.M)  system.  While  modernizing  and  in¬ 
tegrating  .Army  logistics  processes,  EBRD  also  fosters 
the  implementation  of  key  DMRD's.  The  result  is  bet¬ 
ter  management  at  reduced  cost  and  improved  equip¬ 
ment  readiness.  ALOG 
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Appendix  AQ 

CIMMC  After  Action  Report  for  Operations  Desert  SMeld/Storm, 

Executive  Summary,  Undated 


T^<;  A 


EXECUTIVE  SUMMARY 


1.  MISSION/FUWCTIONS :  The  mission  of  the  United  States  Army  CECOM 
Intelligence  Materiel  Management  Center  (IMMC)  is  to  provide 
integrated  wholesale  and  specialized  logistics  support  to  the  Army, 
Department  of  Defense  (DOD)  customers,  and  foreign  allies  for 
assigned  Signals  Intelligence/Electronic  Warfare  (SIGINT/EW) 
weapons  and  equipment;  to  manage  Level  II  and  Level  III  weapons 
systems  and  equipment  having  completed  their  initial  development 
and  fielding;  and  to  act  as  a  strong  central  advocate  for  improving 
operational  availability  and  sustainability  for  assigned  weapons 
systems  and  equipment. 

The  essential  functions  of  IMMC  are  as  follows: 

A.  Serves  as  the  DOD  National  Inventory  Control  Point  for 
assigned  SIGINT/EW  weapons  systems,  equipment,  and  repair  parts. 

B.  Serves  as  the  DOD  Natinnal  Mai-nt^nanr;e._PQi  n.t  for  assigned 
SIGINT/EW  weapons  systems,  equipment,  and  repair  parts. 

C.  Serves  as  the  DOD  Principal  Inventory  Control  Activity  an 
Secondary  Inventory  Control  Activity  for  assigned  weapons  systems, 
equipment ,  and  repair  parts. 

D.  Serves  as  the  Army  materiel  manager  for  cryptologic 
equipment  and  components  (Federal  Supply  Class  5811)  and  related 
unique  items  (regardless  of  supply  class). 

E.  Supports  materiel  development  through  application  of 
Integrated  Logistics  Support  Policies,  methods,  and  practices. 
Ensures  that  reliability  and  maintainability  are  "built-in"  to  new 
systems . 


F.  Fields  and  sustains  assigned  weapons  systems  and  equipment 
to  Army  users  worldwide.  Monitors  readiness  and  availability  of  as 
signed  weapons  systems  and  equipment,  and  develops  and  implements 
strategies  for  improvement. 

G.  Provides  customer  assistance  services  to  DoD  customers 
worldwide . 


H.  P^yldeS— .the  Army  capability  for  , depot  maintenance 
training  and  instruction  for  SIGINT/EW  equipment  for  the  Military. 
Occu^tional  Specialty  33  series  military  personnel. 

I.  Provides  the  accountable  records  officer  for  wholesale 
SIGINT/EW  assets. 

J.  Performs  depot  receiving,  storage,  shipment,  and  inventory 
accounting  for  selected  SIGINT/EW  equipment  and  repair  parts. 
Provides  the  custodial  records  officer  for  materiel  stored  with  the 
IRMC . 


K.  Perfojnns  _depp.t_  maintenance  and  repair,  for  selected 
SIGINT/EW  weapons  systems,  equipment,  and  assemblies. 

L.  Provides  program  support  to  Program  Executive  Officers  and 
Pro ject /Product  managers  for  the  development,  fielding,  and 
sustainment  of  SIGINT/EW  weapons  systems  and  equipment. 

M.  Performs  career  program  management  for  civilians  employed 
by  the  IMMC. 

N.  Coordinates  implementation  of  the  Total  Quality  Management 
(TQM)  program  for  the  IMMC. 

2.  GENERAL  DESCRIPTION:  The  IMMC  is  located  on  Vint  Hill  Farms 
Station,  Virginia,  approximately  40  miles  southwest  of  Washington 
D.C.  As  of  14  Jun  1991,  there  were  a  total  of  531  IMMC  military 
and  civilian  personnel  employed  worldwide. 

3.  SIGNIFICANT  ISSUES  -  DESERT  SHIELD/STORM: 

A.  COMMAND  AND  CONTROL:  Command,  control,  and  direction  of 
the  IMMC  effort  was  exercised  through  the  Emergency  Operations 
Center  (EOC).  The  IMMC  EOC  was  telephonically  alerted  for 
activation  by  a  contingency  plans  officer  from  the  Communications  - 
Electronics  Command  on  27  July  1990.  The  EOC  was  immediately 
activated,  and  began  24  hour  per  day  operations  by  8  Aug  1990. 
Under  the  direct  control  of  the  Director,  IMMC,  the  EOC  was  the 
focal  point  for  all  actions  relating  to  Operations  Desert  Shield 
and  Desert  Storm.  A  total  of  535  actions  were  opened,  tracked,  and 
closed  by  the  EOC  during  this  operation. 

1)  Initially  however,  there  was  confusion  surrounding  the 
purpose  and  mission  of  the  EOC.  IMMC  was  not  well  prepared  to 
handle  the  additional  impact  of  wartime  support  for  lEW  systems  and 
equipment.  Additionally,  the  facilities  were  physically 
inadequate,  personnel  lacked  background  and  training  in  emergency 
operations,  performance  standards  and  rating  schemes  for  civilian 
personnel  for  long  term  details  did  not  exist,  nor  did  security 
procedures  for  an  EOC.  All  this  stemmed  from  the  lack  of  a 
standard  operating  procedure  (see  Tab  IV).  In  summary,  although 
IMMC  had  emergency  plans  for  wartime  scenarios,  the  reality  showed 
many  weaknesses.  In  the  future,  it  is  highly  recommended  that  the 
EOC  be  activated  to  support  Joint  Combat  Service  Readiness 
Exercises . 

2 )  Communications  supporting  .Command  and  Control  between  the 
EOC  and  the  SRAs  consisted  primarily  of  secure  and  non— secure  voice 
and  facsimile,  record  (message)  traffic,  and  electronic  mail.  With 
the  installation  of  the  Goldwing  HF  Communications  systems  at  the 
SRAs,  all  three  SRAs  had  the  capability  to  communicate  (non-secure 
voice  and  secure  data)  with  each  other.  Thus,  the  Goldwing  was 
instrumental  in  reducing  previously  long  delays  in  information 
flow. 


B.  special  repair  ACTIVITIES:  When  the  Director  of  the 
Intelligence  Materiel  Management  Center  (IMMC)  learned  that 
Military  Intelligence  units  were  deploying  to  Southwest  Asia  in 
support  of  Operation  Desert  Shield,  he  visited  each  unit  to 
determine  what  equipment  they  were  taking  and  what  support  they 
needed.  It  was  determined  that  an  interim  contractor  repair 
facility  was  necessary  to  support  those  units.  The  repair  contract 
was  modified  and  IMMC  representatives  deployed  to  SWA  with  the 
contractor  site  chief  on  25  Aug  90  to  establish  the  first  "Rainbow"  ^ 
lEW  Special  Repair  Activity.  The  Rainbow  SRA  was  operational  the 
first  week  of  September  and  immediate  support  was  available  for  the 
MI  units.  As  the  number  of  MI  units  grew,  the  requirement  for 
maintenance  and  supply  grew;  thus,  IMMC  deployed  personnel  for  two 
more  SRAs.  Fundamentally,  the  Rainbow  SRAs  provided  forward, 
depot-level  maintenance  and  a  direct —link  _with  _  the  IMMC  _EOC  to 

expedite  requisitions _ and  identify  critical  parts.”  SRA  I  in 

Dhahran  provided  initial  maintenance  when  the  units  arrived  in  SWA 
and  later  served  as  a  logistical  focal  point  for  B46  items.  As  the 
Army  deployed  forward  of  the  Dhahran  area,  SRA  II  at  KKMC  became 
the  center  of  gravity  for  tactical  lEW  maintenance,  while  SRA  III 
in  Riyadh  focused  on  the  EAC  MI  units.  X^-locating  lEW 
Support  Maintenance  Detachments  with  the  contractors  at  SRAs  I  and 
II  expedited  the  turnaround  times  on  repair  actions.  For  exeunple, 
the  159th  lEW  GS  Det  had  an  average  turnaround  time  of  72  hrs  for 
over  570  jobs;  and  from  16  Jan  to  20  Mar  1991,  the  Mantech 
contractors  at  SRA  II  completed  over  200  work  orders  (not  counting 
forward  tech  assist  missions)  -  the  equivalent  of  nine  months  of 
work  in  Germany.  An  operational  readiness  rate  for  all  lEW 
equipment  of  at  least  90%  throughout  both  Operations  Desert  Shield 
and  Desert  Storm  attests  to  the  dedication  of  both  the  civilians 
and  military  who  work  for  IMMC  and  CECOM.  The  CECOM  lEW  LARs.  for 
example,  another  major  factor  which  contributed  to  th^  high  lEW 
operatior^l  readiness  ratej;.  lent  Ooth  technical  ancT  logistical 
expertise  to  the  units.  Additionaliy,  having  the  CECOM  lEW  LARs 
based  at  SRA  II  was  instrumental  in  identifying  which  units  needed 
assistance,  thereby  maximizing  the  effectiveness  of  the  tech  assist 
missions  to  the  forward  deployed  units. 


C.  PERSONNEL:  The  personnel  strength  of  IMMC  on  key  dates  of 
Operations  Desert  Shield  and  Desert  Storm  were  as  follows: 


2  AUG  90 


OFFICERS  10 
ENLISTED  152 
CIVILIAN*  329 


TOTAL  491 


15  JAN  91  12  APR  91 


11 

13 

153 

154 

316 

339 

480 

506 

*  Figures  include  temporary  and  summer  hire  personnel. 

During  Operations  Desert  Shield  and  Desert  Storm,  a  total  of  six 
Individual  Mobilization  Augmentees  (IMAs)  were  activated.  The  IMAs 
not  only  filled  shortages  caused  by  personnel  deployed  to  Southwest 
Asia  or  working  in  the  Emergency  Operations  Center,  but  also,  in 


some  cases,  deployed  to  Southwest  Asia.  There  were  six  temporary 
employees,  primarily  clerical  also  hired  to  support  Operations 
Desert  Shield  and  Desert  Storm. 

On  26  Aug  1990,  MAJ  Alexander  Froede,  Chief  of  Strategic 
Engineering,  departed  for  Saudi  Arabia  to  serve  as  the  IMMC 
representative  for  CECOM-SWA  and  to  establish  the  lEW  Rainbow 
Special  Repair  Activities.  Shown  below  is  the  number  of  IMMC 
personnel  deployed  to  SWA: 

Military  9 
DA  Civilian  5 
Contractor  35 


TOTAL  49 

For  a  complete  listing  of  personnel,  see  TAfis  VI  B  and  X. 

D.  SUPPLY: 

1)  REQUISITIONS /PUSH  PACKAGES:  Initially,  when  the  MI 
Battalions  first  deployed  to  SWA,  the  materiel  flow  process 
drastically  declined.  DODAACs  for  the  deployed  units  changed  and 
DODAAC  information  was  not  disseminated  to  the  item  managers. 
These  problems  were  quickly  solved,  however,  and  materiel  flow  to 
SWA  accelerated.  During  Operation  Desert  Shield  and  Desert  Storm, 
IMMC  received  3,191  requisitions.  Of  that  total,  2,285 
requisitions  were  filled,  226  were  backordered,  and  680  were 
canceled. 

Additionally,  to  provide  optimum  support  for  the  deployed  units, 
numerous  were  sent  to  SWA.  These  push  packages 
consisted  of  spare  lEW  LRUs _which  were  sent,_for_the  most_part,._to 
t:he  SRAs  to  boost  their  stock.  In  a  sjejise,  it  was  a  depot  stock 
forward. 

2)  SUPPLY  IN  SWA;  The  CECOM  community  as  a  whole  in  SWA 
spent  an  inordinate  amount  of  time  assisting  the  units  in 
expediting  NMCS  requisitions  and  developing  push  packages  to  ensure 
continuation  of  support  with  respect  to  maintenance  requirements. 
By  assisting  the  many  units  Saudi  Arabia,  CECOM-SWA  became  the 
resident  experts  on  the  in  country  supply  system  and  spent  many 
hours  at  the  numerous  APODs  and  supply  support  activities 
identifying  for  the  support  personnel  the  correct  customer. 

E.  MAINTENANCE /CONTRACTOR  SUPPORT: 

ATE  Detachments  -  Numerous  ATE  Detachments  deployed  to  SWA  to 
conduct  maintenance  on  CECOM  managed  equxpment.  They  were,  for  the 
most  part,  successful  in  supporting  the  equipment  with  which  they 
were  f2uniliar  (such  as  Firefinder).  Unfortunately,  these  units 
were  of  little  help  in  lEW  maint^ance,  primarily  due  to  the 
following  reasons:  the  fieldings  of  the  lEW  TPSs  were  rushed,  some 
of  the  bugs  in  the  lEW  TPSs  caused  confusion  in  the  inexperienced 


operators,  and  lack  of  electronic  background  in  the  MSM-IOS 
operators . 

GS  Maintenance  Detachments  GS  Maint  Dets  performed  admirably.. 

Caught, in  ^he. tiig-ofrwar.Jjetween_the_ divisions ,_the  corps, ._and  the 
theater  army  of  who  _ac:fciialJ.y  -Owns_them;.  these  units  kept  in  mind 
that  their  primary  mission  was  to  support  the  MI  units.  Often 
lacking  the  skills  and  equipment  required  to  complete  their 
mission,  they  utilized  ingenuity  to  find  a  solution.  The  159th, 
for  example,  received  over  1150  work  requests  and  completed  over 
90%  with  an  average  turnaround  time  of  less  than  72  hours. 

Contractor  Support  -  Development  of  logistics  data  often  lags 
equipment  deliveries.  Provisioning,  training  and  maintenance 
procedures,  particularly  for  NDI,  are  routinely  delivered  after 
equipment  is  fielded.  Some  systems  that  are  characterized  by  low 
density  and  high  technology  are  planned  for  long  term  contractor 
support.  Therefore,  there  was  a  significant  number  of  contractor 
personnel  in  SWA  supporting  lEW  systems. 

Contractor  mobility  vs  AIR-LAND  Battle  Doctrine:  The  i ssue  of 

■contractor  support  mobility  proved  very  quickly  that  our  concepts 
o?~contractdf  '~f ielcT  support  need  some  revisiting.  Our  rapidly 
moving  corps,  both  when  they  moved  on  line  and  later  when  the 
ground  phase  started,  reduced  the  effectiveness  of  our  fixed  site 
support.  Although  we  added  sites,  the  user  did  not  always  have 
time  to  travel  the  distances  to  use  the  support  base.  Limited 
transportation  assets  and  relatively  austere  contractor  support 
bases  did  not  allow  for  support  where  required. 

Lack  of  Wartime  Policy:  Language  used  in  Contractor  Logistics 
Support  documents  did  not  meet  the  needs  of  this  command  in  a 
wartime  scenario.  Standard  "WAR  Clauses"  were  considered 
unenforceable  by  the  command's  legal  group.  The  FAR/DFAR  provided 
little  relief  from  procurement  restrictions  imposed  in  peacetime 
and  valuable  leadtime  was  lost  in  preparing  for  the  conflict. 

Army_-Iafrastructure  for  Contractors:  If  contractor  support  will 
continue  to  be  a  ~  reality  on  the  battlefield,  the  Army 
infrastructure  must  be  modified  to  account  for  their  presence. 
Currently,  units  are  not  designed  to  accommodate  such  arrangements, 
and  some  Army  infrastructures,  possibly  at  the  AMC  commodity 
command  level,  need  to  be  developed  to  provide  the  needed  command, 
control,  and  life  support  system  required  for  a  contractor 
workforce. 


F.  TRANSPORTATION:  In  mid  August,  when  IMMC  deployed 
personnel  to  SWA  to  establish  the  Rainbow  SRA,  information 
required  to  track  shipments  of  lEW  systems  and  equipment  to  the  SRA 
was  vague.  There  were  no  procedures  in  place  to  provide  the  SRA 
shipping  information  on  B-46  equipment  (i.e.  Transportation  Control 
Number,  flight  number,  mission  number,  aircraft  tail  number,  etc.). 
This  was  an  ongoing  task  requiring  extensive  work  for  the  EOC  and 
Maintenance  &  Supply  Directorate  personnel.  Mantech  resolved  the 


issue,  however,  when  they  agreed  to  provide  a  weekly  SWA  Shipping 
Status  Report.  Additionally,  there  were  no  clear  guidelines 
concerning  the  use  of  Desert  Express  for  lEW  equipment  in  the 
initial  stages  of  Operation  Desert  Shield.  Once  the  requirements 
for  Desert  Express  were  identified,  it  became  a  viable  means  to 
ship  9AU/9BU  priority  02  999  requirements  to  SWA.  In  all,  over  123 
shipments  were  sent  to  SWA,  and  56  were  returned  to  IMMC. 


G.  READINESS  DATA:  IMMC  personnel  and  the  lEW  LARs  in  SWA 
collected  the  operational  readiness  data,  primarily  for  the  "BIG  6" 
systems,  from  the  MI  battalions  and  reported  it  to  the  EOC.  The 
EOC,  in  turn,  compiled  and  disseminated  the  data  for  analysis  and 
action.  For  the  most  part,  the  operational  readiness  of  the  BIG  6 
systems  in  SWA  either  met  the  DA  Readiness  Goal  of  90  %  or 
surpassed  the  historical  mission  capable  rates  for  these  systems. 
Listed  below  are  the  overall  FMC  rates  of  the  "Big  Six"  systems  for 
the  period,  1  Oct  90  thru  28  Feb  91: 


SYSTEM 


FMC  RATE 


AN/TLQ-17AV3  97% 
AN/TRQ-32  93% 
AN/TSQ-138  92% 
AN/MSQ-103B/C  90% 
AN/ALQ-151  89% 
AN/MLQ-34  79% 


The  majority  of  the  failures  (approximately  70%)  impacting  the 
readiness  of  the  AN/MLQ-34  resulted  from  the  M1015A1  carrier  and 
on-board  generator.  Based  on  information  provided  by  personnel  in 
SWA  the  AN/MLQ-34  was  not  heavily  employed  in  support  of 
operations.  Additionally,  the  chart  below  depicts  the  causes  for 
the  deadlined  systems  from  1  Oct  1990  to  28  Mar  1991: 


System 

Times 

D/L'ed 

Trans 

Elec 

Pwr 

Envr 

Comm 

Shit 

AN/ALQ-151 

19 

10 

5 

0 

3 

1 

0 

53% 

26% 

16% 

5% 

AN/MLQ-34 

28 

9 

4 

12 

3 

0 

0 

32t 

14% 

43% 

11% 

AN/MSQ-103 

16 

3 

8 

2 

3 

0 

0 

19% 

50% 

13% 

19% 

AN/TLQ-17 

3 

0 

1 

1 

1 

0 

0 

33% 

33% 

33% 

AN/TRQ-32 

25 

15 

6 

4 

0 

0 

0 

• 

60% 

24% 

16% 

AN/TSQ-138 

12 

7 

2 

1 

2 

0 

0 

58% 

17% 

8% 

17% 

The  high  readiness  rates  can  be  attributed  to  dedicated  unit 
personnel,  lEW  Special  Repair  Activities,  on>site  CECOM  LARS/CIMMC 
personnel  and  intensive  nianagement  and  support  from  USACIMMC,  Vint 
Hill  Farms  Station. 

H.  SYSTEMS /EQUIPMENT; 

SANOCRAfi 

SANDCRAB  was  very  effective,  especially  jamming  during 
the  air-war  phase.  The  system  does  appear  to  be  heat  sensitive  and 
should  be  shut  down  when  not  in  operation.  Weather  was  relatively 
cool  so  extreme  heat  may  pose  a  problem.  The  antenna  (80  ft.  mast) 
requires  Engineer  support  to  erect  and  should  be  replaced. 
Mobility  is  also  a  consideration;  with  the  current  antenna  the 
system  would  be  extremely  vulnerable  in  a  different  war  scenario. 
Our  logistics  system  received  an  unexpectedly  high  demand  for  high 
frequency  components  and  equipment.  SANDCRAB  is  an  excellent 
exaunple  of  unexpected/unresourced  high  frequency  requirements. 

CEFIRM  LEADER 

No  data  to  analyze  CEFIRM  LEADER  mission  performance  is 
available.  Logistically  this  system  presented  nearly 
insurmountable  support  challenges  due  to  its  age,  one-of-a-kind 
status  and  lack  of  configuration  control /documentation  of  the  many 
changes  made  by  FORSCOM.  The  system  was  ultimately  maintained  by 
a  dedicated  support  contractor  who  had  no  previous  system 
cognizance. 

CUCV  AND  HMMWV  CARRIERS 

These  two  carriers  provide  transportation  for  two  major 
lEW  ^sterns;  the  AN/TLQ-17A{ V) 3,  Countermeasures  Set  (CUCV)  and  the 
AN/T^-32(V)3,  Radio  Receiving  Set  (HMMWV).  The  AN/TLQ-17A 
operated  above  95  percent  readiness  with  "zero"  impact  due  to 
carrier  problems.  It  was  effective  and  performed  it's  primary 
mission.  The  AN/TRQ-32  operated  at  above  90  percent  readiness,  but 
the  carrier  and  power  generation  subsystem  accounted  for  68  percent 
of  the  system's  down  time.  This  system  is  too  heavy  for  the  CUCV, 
which  affects  mobility  and  reliability.  The  planned  switch  to 
HMMWV  carriers  for  the  AN/TRQ-32  should  be  significant  improvement. 

Ml 015  CARRIER 

The  M1015  is  the  primary  carrier  for  the  AN/MLQ-34 
(TACJAM)  and  AW/TSQ-138  (TRAILBLAZER)  lEW  Systems.  TACJAM,  the 
Aray's  primary  countermeasures  system,  experienced  21  percent  down 
time  with  78  percent  of  that  time  due  to  carrier  problems.  The 
Ml015's  poor  performance  includes;  transmission/transfer  case 
problems’,  failed  engines,  on-board  60kw  generators,  and  power 
regulator  units.  During  the  final  rapid  mobility  phase  of  the 
ground  war  units /commanders  left  TRAILBLAZER  and  TACJAM  Systems 


behind  because  they  were  too  heavy,  too  slow,  and  not  reliable 
enough  for  the  fast  moving  war  scenario  which  evolved.  This  lack 
of  use  due  to  M1015  problems  limits  the  ability  to  judge  true 
performance  of  these  systems. 

NON-DEVELOPMENTAL  ITEMS 

Although  non-developmental  items  (NDI)  are  a  much  needed 
mechanism  to  maintain  the  highest  technology  capability  for  our 
Armed  Forces,  the  enormous  number  of  intelligence  systems,  deployed 
by  the  various  corps  (XVIII,  VII,  III),  created  insurmountable 
operation  problems .  JThe  across  the  board  failure  to  inculcate 
logistics  for  these  systems  to  a  level  useful  to  tactical  units  was 
a  Logistics  processes  have  been  independently 

developed  by  the  theater /MACOM  commanders  and  are  as  diverse  as  the 
number  of  systems.  The  establishment  of  the  Rainbow  SRA  was  a 
significant  positive  step  forward,  but  still  did  not  ensure  the 
soldier/commander  could  deal  with  a  single  entity  when  looking  for 
support /functional  assistance.  NOI  is  a  logistics  burden  that  we 
must  address  in  a  systematic  and  calculated  process.  Saving 
thousand  of  dollars  on  procurement  and_ years  on  development  did.. 
little  to  nothing  for  many  NDI  systems  once  they  failed. 

4 .  SUMMARY 

The  Intelligence  Materiel  Management  Center  established  an  early 
presence  in  Southwest  Asia  to  provide  the  best  support  possible  to 
the  customer  units  in  theater.  The  initial  mission  was  to 
establish  a  presence  and  provide  assistance  and  guidance  with 
respect  to  intelligence  and  electronic  warfare  (lEW)  equipment. 
The  link  between  the  EOC  at  VHFS  and  the  SRAs  in  SWA  provided  a 
direct  interface  from  the  units  to  the  National  Inventory  Control 
Points  and  with  the  technical  experts  within  the  CECOM.  This 
allowed  for  quick  responses  to  unit  inquiries  and  expert  answers  to 
operational  deficiencies. 

At  the  onset  of  Operation  Desert  Storm  IMMC  personnel  were  in  place 
and  fully  supporting  the  US  intelligence  community  in  SWA. 
primary  operations  moved  to  the  King  Khalid  Military  City  viscidity 
(SRA  II),  a  more  centralized  location  to  support  the  operation,  as 
the  majority  of  US  Forces  had  moved  to  a  location  on  the  Saudi 
Arabia  and  Iraq  border. 

IMMC  provided  support  in  many  areas  to  include  supply,  maintenance, 
technical  assistance,  evacuation  of  unserviceable,  readiness  data, 
fieldings,  and  engineering.  We  coordinated  for  innumerable  repair 
actions  and  immediate  requirements  as  defined  by  the  MI  battalions, 
brigades,  ARCENT,  CENTCOM,  and  whomever  required  assistance. 

Hopefully,  what  is  apparent  in  this  is  that  IMMC  provided  an 
invaluable  service  to  the  deployed  forces  and  was  critical  to  the 
success  of  intelligence  and  electronic  warfare  missions  throughout 
the  theater  of  operations.  Our  equipment  could  be  found  at  both 
the  highest  and  lowest  levels  within  the  command  and  without  which 


the  overall  mission  would  not  have  succeeded.  An  average 
operational  readiness  rate  for  all  lEW  equipment  of  90%  throughout 
both  Operations  Desert  Shield/Storm  attests  to  the  dedication  of 
both  the  civilians  and  military  who  work  for  IMMC. 

5.  POINTS  OF  CONTACT:  The  overall  IMMC  POC  for  this  after  action 
report  is  ILT  Stephen  Pellissier,  OIC,  Emergency  Operation  Center, 
DSN:  229-5077.  Other  key  Points  of  Contact  for  this  Center  are: 

READINESS:  Mike  Haas,  DSN:  229-7715 
TACTICAL:  Rex  Monroe,  DSN:  229-5082 

CHIEF,  OPERATIONS  DIVISION:  Max  L.  Watts,  DSN:  229-6368 
OPERATIONS:  John  Peacaut,  DSN:  229-6370 


CIMMC  MFR,  14  August  1992,  Sut^t:  BG  Stewart  lEW  Sustainment 
Plan  Dtscusskm  with  Magor  Froada,  USACIMMC  Readiness  Dkactorata, 
Deputy  CECOM  Logistics  Manager  ODS 


SEUM-ffiV.'  (700) 
MEMORANDUM  FOR  RECORD 


SUBJECT:  BG  Stewart  lEW  Sustainment  Plan  Discussion  with  Major  Froede,  USACIMMC 
Readiness  Directorate,  Deputy  CECOM  Logistics  Manager  ODS. 

1.  This  MFR  documents  a  discussion  with  Major  Froede  of  the  DEW  Sustainment  Support 
Plan  approved  by  BG  Stewart  in  F^ruary  1991  for  implemmtation  during  ODS.  Discussion 
center^  on  the  plan  and  the  implementation  of  the  plan,  but  covered  additional  information 
concerning  the  Rainbow  SRAs  and  the  GS  DEW  Maintenance  detachments.  Major  Froede 
was  the  initial  representative  of  USACIMMC  in  SWA  with  the  expressed  mission  of 
determining  the  location  and  establishing  an  lEW  SRA  to  support  units  deploying  to  SWA. 
After  the  SRA  was  in  place  he  became  the  SRA  1  government  site  chief.  He  initiated 
planning  for  SRA  2  and  SRA  3  and  was  selected  to  be  the  CECOM  executive  officer  in 
SWA.  After  becoming  the  CECOM  executive  officer  he  remained  the  senior  USACIMMC 
representative  in  SWA  with  responsibility  for  the  three  lEW  SRAs. 

2.  Discussion  centered  on  the  following  major  areas: 

a.  SRA  situation  as  of  the  end  of  January  1991: 

1)  SRA  1:  SRA  1  personnel  were  performing  maintenance  using  the  hot 
mock-ups  and  TMDE  available  for  standard  systems.  Very  little  NDI  repair  was  being 
accomplished  by  the  SRA.  The  SRA  was  intensively  managing  the  flow  of  supplies  and 
parts  in  and  out  of  the  theater.  In  addition  the  SRA  was  providing  logistics  support  to  all  the 
SRAs  and  occasional  forward  maintenance  support  teams  to  use  for  site  visits.  One  of  the 
key  services  provided  by  SRA  1  was  the  initial  equipment  checkout  and  repair  performed  as 
individual  units  arrived.  The  SRA  1  personnel  would  test  and  repair  the  units  equipment  as 
it  arrived  at  the  port  prior  to  deployment  in  country.  The  SRA  supported  aU  stand^d 
systems  with  Umited  support  for  a  few  NDI  systems. 

2)  SRA  2:  SRA  2  was  deployed  to  KKMC  to  provide  forward  maintenance 
support  and  DX  support  for  MI  units.  They  also  provided  maintenance  support  teams  on  a 
regular  basis  to  MI  units.  SRA  2  provided  forward  analysis  and  repair  of  LRUs  and 
evacuated  all  LRUs  and  CCAs  beyond  their  capabiDty,  due  either  to  skiUs,  TMDE,  or  hot 
mock-up  availabiUty,  to  SRA  1.  Plans  were  being  made  in  early  February  to  move  several 
of  the  hot  mock-ups  forward  to  SRA  2  to  provide  additional  repair  forward  capabilities. 

The  SRA  primarily  supported  standard  systems  with  limited  NDI  support. 

3)  SRA  3:  SRA  3  was  deployed  in  support  of  EAC  assets  and  was 
established  but  performing  limited  amounts  of  maintenance.  SRA  personnel  experienced 
some  turmoil  as  the  site  chief  departed  soon  after  the  first  SCUD  attack  on  the  city.  The 
SRA  personnel  were  limited  in  their  capabilities  by  a  lack  of  the  proper  security  clearances, 
TMDE,  manuals,  and  experic  -  ve  with  the  equipment.  They  were  performing  primarily  an 
evacuation  function  as  they  supported  one  standard  system  and  several  NDI  and  non-standard 
systems  at  the  EAC  level. 


4)  The  SRAs  had  been  set  up  so  that  SRA  1  and  SRA  2  could  provide 
regional  support  to  the  eastern  and  western  areas,  and  SRA  3  could  provide  support  to  EAC 
equipment.  As  things  developed  SRA  2  became  the  central  support  activity  with  very  few 
units  traveling  to  SRA  1  for  support.  SRA  1  then  became  the  support  back-up  for  SRA  2 
along  with  the  primary  logistics  and  supply  activity  for  the  SRAs.  Each  USACIMMC  site 
chief  was  designated  as  ACOR  for  their  site,  with  Major  Froede  having  the  authorization  to 
commit  the  government  to  the  highest  expenditure  of  funds  by  the  contractor. 

b.  The  GS  lEW  maintenance  situation  as  of  the  end  of  January  1991: 

1)  Three  GS  lEW  maintenance  detachments  were  deployed,  the  158th  lEW 
maintenance  detachment  from  FORSCOM,  the  159th  lEW  maintenance  detachment  from 
FORSCOM,  and  the  263rd  lEW  maintenance  detachment  from  USAREUR. 

2)  The  capabilities  of  the  158th  lEW  maintenance  detachment  included  repair 
of  FORSCOM  NDI  systems  and  DS  backup  for  the  units  on  standard  systems.  The  158th 
was  also  the  only  unit  with  expertise  in  the  repair  of  the  Dragonfix  NDI  system.  When  the 
158th  lEW  maintenance  detachment  deployed  to  ODS  they  incorporated  the  lEW  stocked 
items  from  their  home  SSA  into  their  uplc^ed  equipment  and  therefore  had  spares  for 
support  of  the  units.  These  spares  included  standard  systems  and  NDI  systems. 

3)  The  capabilities  of  the  159th  lEW  maintenance  detachment  included  repair 
of  FORSCOM  NDI  systems  Oess  Dragonfix)  and  some  GS  level  repair  of  standard  systems, 
along  with  DS  backup  for  units.  The  159th  equipment  included  a  hot  mock-up  for  the 
AN/MSQ-103  and  all  of  their  organic  vehicles,  generators,  maintenance  vans  and  TMDE. 
The  159th  lEW  maintenance  detachment  owned  the  SSA  stocks  of  lEW  spares  while  at  home 
station  and  deployed  to  ODS  with  these. 

4)  The  263rd  lEW  maintenance  detachment  had  almost  no  repair  capability 
for  standard  systems  and  no  experience  repairing  FORSCOM  NDI  systems.  The  263rd 
arrived  in  SWA  with  very  little  of  their  TMDE,  organic  vehicles,  generator  or  maintenance 
vans.  The  detachment  performed  in  Germany  as  a  pass  through  unit  to  the  USACIMMC 
SRA  at  Pirmasens  with  little  or  no  maintenance  capability  and  when  they  arrived  for  ODS 
they  lacked  much  of  the  training  needed  to  repair  systems.  The  unit  deployed  with  a  support 
cell  from  their  SSA  that  collocated  with  them  and  provided  lEW  spares  for  MI  units.  TTie 
combination  of  SSA  spares  and  the  263rd  lEW  maintenance  detachment  provided  the  same 
type  and  quality  of  support  for  ODS  as  they  had  been  providing  in  Germany,  primarily  pass 
through  support  to  the  SRA. 

c.  Major  support  shortfalls  addressed  in  the  lEW  Sustainment  Plan: 

1)  The  lEW  Sustainment  Plan  identified  the  need  for  transportation  support 
from  the  logistics  community  in  support  of  lEW  maintenance,  identifying  the  need  for  air 
support  speciHcally.  The  sustainment  activities  continued  to  experience  transportation 
shortfalls,  finding  air  support  difficult  to  arrange  and  not  time  responsive  to  the  needs  of  the 
sustainment  community.  The  immediate  solution  to  this  shortfall  was  to  assign  SRA 
contractor  personnel  the  responsibility  for  transportation  between  SRAs. 


2)  The  lEW  Sustainment  Plan  identified  a  need  to  realign  the  Army  suj^it 
structure  of  the  Corps  to  provide  the  best  overall  support  to  the  theater.  This  required  the 
Corps  to  give  up  control  of  their  assets,  the  ISSth,  lS9th,  and  263rd  lEW  maintenance 
detachments,  so  the  entire  theater  could  be  supported  in  a  better  manner.  The  sustainment 
plan  generated  an  operation  order  from  the  Theater  J3  directing  the  Corps  to  release  their 
lEW  maintenance  detachments.  The  Corps’  refused  to  release  their  personnel  and  moved 
their  units  forward  when  the  Corps  GS  units  moved  forward.  The  politics  of  the  situation 
with  the  Corps  G-4s  was  such  that  they  maintained  control  over  these  assets  throughout 
ODS.  An  arrangement  was  eventually  accomplished  resulting  in  approximately  a  75% 
success  rate  in  locating  the  lEW  maintenance  detachments  where  they  would  provided  the 
best  support  for  the  entire  theater.  The  plan  called  for  regional  support  of  all  units  but  the 
Corps  G-4s  wanted  to  maintain  their  Corps  oriented  support.  The  units,  SRAs  and  the 
GS  1£W  detachments  actually  went  to  a  regional  concept  despite  the  obstacles  imposed  by 
the  Corps’. 


3)  The  lEW  Sustainment  Plan  identiHed  a  need  to  consolidate  and  streamline 
under  one  support  structure  the  support  for  standard  systems,  FORSCOM  NDI  systems,  non- 
FORSCOM  NDI  systems,  and  EAC  systems.  The  only  equipment  sustainment  that  was 
plaimed  to  be  outside  of  this  support  structure  was  the  Tencap  systems.  This  would  have 
allowed  for  an  economy  of  effort  in  the  logistics  and  supply  support,  along  with  providing 
the  units  with  a  single  point  of  contact  for  support.  This  structure  was  never  implemented  as 
the  individual  support  contractors  and  Program  Managers  continued  to  maintain  their  own 
stovepipe  support  systems. 

4)  The  lEW  Sustainment  Plan  identified  a  need  for  contractors  to  go  forward 
of  the  Corps  rear  boundary.  This  was  accomplished  and  allowed  support  to  forward  units. 

5)  The  lEW  Sustainment  Plan  identified  a  need  for  theater  support  in  the 
areas  of  communications  equipment,  tactical  transportation  and  personnel  support  for  the 
housekeeping  of  in-theater  contractors.  Because  the  SRAs  were  assigned  to  CECOM  and 
CECOM  was  an  AMC  asset  reporting  through  the  saiior  AMC  representative  back  to  AMC 
in  CONUS  there  was  no  in-theater  attachment  to  a  unit  available.  This  resulted  in  the  SRAs 
fending  for  themselves  without  a  unit  directly  sponsoring  and  supporting  them.  The  plan 
recommended  the  attachment  of  the  AMC  activities  to  the  theater  support  command  who 
would  then  have  a  direct  hand  in  the  employment  of  the  SRA  and  therefore  would  provide 
for  the  personnel. 

6)  The  lEW  Sustainment  Plan  identified  a  need  to  consolidate  and  move  the 
SRA  support  forward  from  SRA  1  to  SRA  2.  This  meant  movement  of  all  the  hot  mock-ups 
and  some  personnel  from  SRA  1  to  SRA  2.  The  SRA  1  site  chief  was  reluctant  to  do  this 
without  company  approval  from  CONUS,  even  after  being  told  to  by  the  in-country  ACOR. 
Eventually  some  equipment  was  moved  forward  and  SRA  1  personnel  were  temporarily  sent 
forward  as  contact  teams. 

d.  Shortfalls  of  the  lEW  Sustainment  Plan  and  the  support  structure  in  SWA: 

1)  Air  transportation  was  either  unavailable  to  the  SRA  and  GS  detachments 


or  not  responsive  to  the  needs  of  these  activities.  The  partial  solution  was  use  of  contractor 
personnel  in  support  of  the  transportation  needs  of  the  SRA  and  GS  detachments. 

2)  Corps  desire  to  maintain  control  of  their  personnel  made  it  difficult  to  align 
lEW  support  on  a  theater  basis.  The  politics  of  reassignment  of  penonnel  after  the  start  of 
ODS  was  a  very  real  issue.  The  support  structure  needed  the  ability  to  station  the  GS  lEW 
maintenance  detachments,  the  Corps  ATE  section,  and  the  SRA  in  one  location  for  optimum 
regional  support  to  the  MI  community. 

3)  The  GS  lEW  maintenance  detachments  did  not  have  the  capability  to 
perform  their  full  mission.  They  needed  additional  transportation  assets,  TMDE  assets, 
persormel,  and  training.  From  a  macro  point  of  view  the  critical  need  was  for  a  support 
doctrine  for  lEW  equipment  sustainment  that  both  the  lEW  community  and  support 
community  could  use  in  sustaining  the  equipment. 

4)  Suppc  It  was  fragmented  as  the  GS  lEW  detachments  supported  FORSCOM 
NDI  equipment  but  not  many  standard  systems,  the  SRAs  supported  the  standard 
developmental  systems,  and  there  was  no  real  support  scheme  for  non-FORSCOM  NDI 
systems  as  each  had  its  own  unique  structure.  The  lEW  sustainment  plan  addressed  these 
problems  but  did  not  solve  them. 

5)  EAC  support  was  difficult  for  SRA  3  to  accomplish  because  the  contractors 
had  not  supported  the  systems  in  peacetime  so  there  was  little  capability  to  support  them  in 
ODS.  The  SRA  could  not  fully  support  the  units  and  therefore  additional  resources  were 
required  from  the  units  and  INSCOM  in  support  of  these  EAC  systems  as  the  SRA  was 
reduced  to  a  shipment  facility  with  minor  repair  capability. 

6)  The  SRA  contractor  site  chiefs  did  not  always  follow  the  directions  of  the 
contractor  ACOR  on  site.  This  resulted  in  a  delay  in  moving  support  forward  to  SRA  2  and 
restricted  the  support  at  SRA  2  when  SRA  1  personnel  were  not  reassigned  forward  to  SRA 
2.  The  SRA  contractor  needed  a  senior  in-country  supervisor  that  could  and  would  respond 
to  the  ACOR. 


7)  When  the  GS  lEW  detachments  moved  forward  they  provided  LRU 
exchange  for  standard  systems  and  support  for  FORSCOM  NDI  systems,  but  could  not  repair 
LRUs  from  the  standard  systems.  Additionally  some  unique  support,  Dragonfix  for  one, 
moved  forward  with  the  GS  detachment  when  it  was  needed  in  other  areas.  After  the 
movement  of  the  GS  detachments  forward  the  SRAs  had  little  capability,  and  no  spares,  for 
support  of  the  FORSCOM  NDI  systems. 

e.  Specific  recommendations  of  Major  Froede: 

1)  The  sustainment  plans  for  lEW  equipment  should  be  prepared  and 
implemented  by  the  logistics  staff  (G4  stafO  and  not  the  operations  staff  (G2  staff). 

Currently  there  is  no  one  on  the  G4  staff  that  understands  the  sustainment  of  lEW  equipment 
and  therefore  the  sustainment  of  lEW  equipment  is  rarely  addressed  in  logistics  plans.  The 
G4  staff  should  have  either  an  lEW  staff  officer  with  logistics  experience  or  an  lEW 


maintenance  warrant  assigned  to  the  staff  to  assist  in  planning  lEW  sustainment. 

2)  TRADOC  should  develop  an  lEW  Logistics/Maintenance  Staff  Officers 
Course  to  provide  the  MI  community  with  the  background  to  plan  lEW  sustainment. 

3)  The  logistics  and  operations  communities  need  to  determine  and  implement 
doctrine  for  sustainment  of  I£W  s^  stems  at  Division  and  above.  One  of  the  biggest 
problems  in  the  trying  to  support  lEW  systems  is  the  lack  of  doctrine. 

David  E.  Condit 

Maintenance  SME 

lEW  Sustainment  Streamlining  Study 
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DEPARTMENT  OF  THE  ARMY 

omes  o^TW  O0UVV  CMV  0^  tTA^  KN  uxusnes 

UL&  MHV  tflUTiaie  LOOMTieS  AOCMCY 
MM  BHfMOWn  AVINUS 
AUSANDMA.  VA  ***»»* 


S:  5  Jun  92 

21  MAY  1992 


MEMORANDUM  FOR  SEE  OZSTRZBDTZOM 

SUBJECT:  Zaplcaentlng  StocJc  Funding  of  Oopoi:  Laval  Raparablaa 

(SFOUt)  for  Ztaas  Not  in  tha  Standard  supply  System 


1.  At  the  2  Mar  92  Council  of  Colonals  for  SFDLR,  SLA  was  tasJcad 
to  davalop  a  policy  proposal  for  items  handled  outside  tha 
standard  supply  systems.  Attached  is  a  proposed  methodology  to 
implement  SFDLR  for  non-standard  support  systems  or  contractor 
logistics  systems. 

2.  Request  addressees  review  and  provide  comments  to  Strategic 
Logistics  Agency^  ATTN:  LOSA-SF,  NLT  5  Jun  92.  SLA  will  brief 
this  as  a  pronosed  methodology  to  the  9  Jun  SFDLR  Council  of 
Colonels  and  the  25  Jun  SFDLR  60SC. 

3.  POC  is  Mr.  John  Pierce,  (703)  274-4528/29,  DSN  284-4528/29, 
fax  extension  -4747. 


•  DZSTRIBDTZON: 

COMMANDER, 

U.S.  ARMY  MATERZEL  COMMAND,  ATTN:  AMCLG-MA 

U.S.  ARMY  COMBINED  ARMS  SUPPORT  COMMAND,  ATTN:  ATCL^F/-SS 

ASSISTANT  SECRETARY  OF  THE  ARMY  (ZNSTALLATZONS ,  LOGISTICS  AND 
ENVIRONMENT)  ,  ATTN:  SAILE-L 

ASSZSTANT  SECRETARY  OF  THE  ARMY  .(FINANCIAL  MANAGEMENT)  ,  ATTN: 
SAFM-BUO 

DEPUTY  CHZEF  OF  STAFF  FOR  LOGISTICS,  ATTN:  DALO-RMI/DALO-SMP/ 
DALO-SMM/DALO-SMC/DALO-SML/DALO-AV/DALO-TST 
DEPUTY  CHIEF  OF  STAFF  FOR  OPERATIONS  AND  PLANS,  ATTN:  DAMO-FDR 
DIRECTORATE  FOR  PROGRAM  ANALYSIS  ANDUEVALUATION .  ATTN:  DACS-DPP 
CHIEF  OF  ARMY  RESERVE,  ATTN:  / 

NATIONAL  GUARD  BUREAU,  ATTN:  ®NGB-A^ 


LOSA-SF 

Implementing  SFDLR  for  Non-Standard  Logistics  Systems  (NSLS) 


!•  PROBLEM:  How  should  the  Army  fund  the  pxirchase  and  repair  of 
items  managed  outside  the  standard  supply  system,  and  outside  of 
depot  repair  programs,  now  and  in  the  future? 

a.  This  study  will  focus  on  near-term  options  to  fund 
purchase/repair  under  existing  non-standeurd  logistics  systems 
(NSLS)  . 

NOTE:  The  phrase  non-standard  logistics  systems,  or  the 

acronym  NSLS  will  be  used  generically  to  include  a  variety  of 

situations  that  call  for  non-standard  types  of  support  or 

funding,  as  explained  in  paragraph  3  below. 

b.  The  topic  of  how  the  materiel  development  process  should 
support  emerging  or  future  systems  in  light  of  DBOF  policy  will 
be  addressed  at  a  later  date. 

2.  ASSUMPTIONS: 

a.  Wholesale  stock  ftxnd  (W87)— the  Supply  Management,  Army 
(SMA)  account  of  the  Defense  Business  Operations  Fund  (DBOF)— 
must  recoup  from  users  the  cost  of  the  items  it  man^-fes  and  the 
repair  programs  it  funds. 

b.  The  owner  of  the  item  is  responsible  to  pay  the  cost  of 
procurement,  repair,  and/or  replacement  of  the  item.  This  means 
that  direct  fOMA)  funding  of  repair  activities  will  decline  (no 
more  "free"  maintenance)  .  It  also  means  that  the  stock  fund  will 
not  pay  for  repairs  unless  it  "owns"  (takes  responsibility  for) 
the  item.  Even  though  the  item  may  physically  move  from  user  to 
a  contractor,  a  unit  turn-in  document  and  contractor  receipt 
allows  the  stock  fund  to  assume  "ownership"  and  responsibility. 

c.  Fielded  systems  must  be  supported,  but  documentation  and 
funding  may  change. 

d.  OBOF's  overall  goal  is  prudent  or  efficient  use  of  DOO 
resources,  not  a  particular  policy  designed  to  promote  efficient 
use.  (The  policy  is  not  the  goal,  but  a  means  to  it.) 

e.  For  current  or  future  systems,  a  range  of  options  for 
logistics  support  will  offer  the  most  flexibility  to  meet  the 
particular  needs  of  the  system  at  hand,  as  well  as  the  Army's 
overall  goal  of  prudent  use  of  resources. 

3.  FACTS  BEARING  ON  THE  PROBLEM: 


a.  There  are  many  types  of  NSLS  to  be  considered: 
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(1)  Off-tbe-ahslf  commercial  items,  which  can  be  repaired 
most  economically  by  contractors  who  perform  such  repairs  for  the 
private  sector.  In  some  cases  the  repair  cost  is  funded  directly 
by  the  user,  but  in  others  it  may  be  more  economical  to  contract 
at  the  national  level  for  pxirchases  and  repairs,  for  users  from 
any  command.  An  example  of  this  is  equipment,  like  video¬ 
cassette  recorders  (VCR) ,  purchased  by  Training  Aids  Support 
Agency  (TASA) .  TASA  bought  the  equipment  with  customer  funds, 
but  CECOM  had  funded  the  TASA  contracts  for  commercial  repair, 
without  recouping  costa  from  the  user.  In  accordamcs  with  DBOF 
policy,  AMC  has  directed  CECOM  not  to  fund  such  repairs  if  it 
does  not  recoup  the  cost. 

(2)  Fielded  systems  with  multiple  Army  commands  as  users, 
where  the  system  PM  fielding  plan  calls  for  contractor  logistics 
support  (CLS)  of  the  item,  most  often  through  a  rspair-and-retum 
program  from  owning  unit  direct  to  contractor  and  back. 

-  In  some  cases,  a  using  unit  turns  in  a  defective  item 
or  component — which  if  it  were  a  standard  item  would  be  a  depot- 
level  reparable  (DLR)  that  users  have  no  capability  or  authority 
to  repair.  The  user  gets  another  from  the  contractor  or  gets  the 
same  item  back  after  repair.  The  user  retains  accountability  for 
the  item  (is  the  owner) ,  and  the  WSF  never  becomes  the  owner. 

-  In  other  cases,  the  CLS  program  is  OMA-funded,  2md  not 
reimbursed  by  the  owner  of  the  item.  There  are  some  cases  in 
which  AVSCOM  has  P7M  funds  for  repair  of  aircraft  and  components. 
Per  OALO-RMI,  there  are  no  plans  to  bring  this  CLS  under  the 
stock  fund. 

(3)  Systems  with  a  single  using  command,  or  lov-density 
items.  In  these  caa»es,  the  using  command  (rather  than  a  system 
PM  or  the  WSF)  pays  acquisition  and  repair  costs  directly,  with 
Operations  and  Maintenance,  Army  (OMA)  funds. 

b.  CLS  documentation  for  some  systems  (Mobile  Subscriber 
Equipment  [MSE] ,  for  example)  closely  resembles  the  standard 
supply  system.  For  the  purpose  of  this  paper,  such  systems  can 
be  considered  as  in  the  standard  system.  Evolution  of  other  CLS 
to  such  quasi-standard  docximentation  is  probably  the  bast 
solution  for  systems  that  will  remain  under  CLS  for  a  significant 
period. 


c.  Mot  considered  in  the  analysis  below,  but  relevant,  are 
MACOX  repair  pro^ams,  for  OS/GS-level  repairs,  where  the  repair 
costs  are  paid  directly  by  MACOM  OMA  funds.  These  may  remain 
MACOM  OMA-funded  programs,  or  may  bear  on  this  problem  as  the 
Army  moves  to  a  Single  Stock  Fund  (SSF) . 
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d.  Typs  olassiflcstiea  assigns  the  stock  number,  price, 
code,  and  ocher  catalog  infon&acion  that  is  necessary  for  the 
item  to  be  managed  in  the  standard  supply  system.  As  sho«m  in 
the  examples  at  TAB  A  (data  from  SOCOM)  ,  however,  for  most  low- 
density  items,  it  would  be  prohibitively  expensive. 

4.  Bissffgaipy: 

a.  How  or  why  the  Army  developed  such  a  wide  variety  of  non¬ 
standard  logistical  support  for  our  systems  is  irrelevant  to  the 
immediate  task  of  deciding  how  to  fund  this  logistics  support  in 
the  short  term.  It  becomes  relevant  to  the  long-term  problem  of 
guiding  the  materiel  development  process,  but  a  shoart-term 
solution  must  work  within  the  context  of  the  systems  currently 
fielded. 


b.  The  OOD  policy  that  led  to  SFDLR  is  based  on  the  premise 
that  '*paying  users  buy  less ,  **  regardless  of  the  specific  method 
by  which  the  users  pay.  However,  proliferating  non-standard 
payment  procedures  hampers  the  Army's  efforts  to  obtain 
visibility  of  total  system  costs  aiid  system  (or  asset) 
availability . 

c.  Proliferating  non-standard  turn- in/ issue  procedures  also 
immensely  complicates  the  task  of  the  soldier  in  the  field  who 
has  to  deal  both  with  the  standard  supply  system  and  with  many 
exceptional  or  special  repair  and  funding  procedures  for  a 
growing  n;xnber  of  items.  (See  examples  at  TAB  B,  data  provided 
by  CSCOM  IHHC,  of  the  multitude  of  repair  options  for  a  family  of 
systems,  depending  on  the  level  of  repair  required.) 

d.  On  the  other  hand,  there  eure  low-density  systems  whose 
scope  or  pxurpose  is  so  limited  that  there  is  no  expected  benefit 
to  the  Army  as  a  whole  from  taking  these  systems  into  the 
standard  logistics  system.  For  example,  if  type-classification 
of  a  system  costs  $2M,  and  its  papulation  density  is  only  20 
systems  Army-wide,  it  probably  is  not  worth  the  cost  of  turning 
it  into  a  standard  supply  item.  (See  examples  at  TAB  A.) 

e.  By  the  same  token,  where  there  are  few  copies  of  a  system 
and  users  of  the  system,  there  seems  to  be  little  or  no  incentive 
for  the  "paying  user"  to  "buy  less,"  and  thus  little  or  no  cost 
benefit  to  the  Army  of  forcing  the  item  or  system  into  the  SFDUl 
mold. 

f.  For  repair-end -return  programs  which  are  managed  at  the 
national  level  by  one  of  the  WSF  NICPs,  stock-funding  the  repair 
program  requires  the  owning  unit  or  retail  stock  fund  (RSF)  to 
turn- in  the  item  to  the  WSF,  which  accepts  responsibility  upon  a 
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contractor  notice  of  receipt,  and  returns  accountability  and 
ownership  to  the  retail  level  upon  retiirn  shipment  by  contractor. 

g.  For  such  repair-ead-retum  programs,  stoch-funding  should 
also  include  charging  the  using  unic  a  standard  repair  price, 
which  should  include: 

(1)  An  average  repair  coat  for  the  item  (not  the  cost  the 
contractor  bills  the  Government  for  the  particular  repair  job) . 
This  average  coat  can  be  adjusted  annually,  like  AMDF  prices.  It 
should  be  based  on  total  repair  cost  paid  to  the  contractor  who 
provides  the  repair  service,  divided  by  number  of  repairs.  In 
some  cases,  it  may  be  feasible  to  average  the  repair  cost  over  a 
group  of  liJce  items,  to  simplify  accounting  of  actual  repair  cost 
per  item. 

(2)  The  NX CP 'a  cost  for  contract  administration,  averaged 
over  number  of  items  managed  (or  repairs  annually,  as 
appropriate. 

(3)  Annually  averaged  transportation  cost  per  item  (or  a 
number  of  like  items).  Cost  should  be  round  trip .  (user  to 
contractor  and  return  to  user)  unless  contract  provisions  include 
return  transportation  in  the  repair  cost.  As  with  tbe  surcharge 
for  AMDF  prices,  transportation  costs  are  averaged  over  all  users 
worldwide. 

(4)  Washout  rate;  i.e.,  the  averaged  annual  procurement 
cost  for  the  number  of  items  expected  to  be  "washed  out"  of  the 
repair-and-retium  cycle  because  they  are  beyond  repair.  (This 
factor  assumes  that  a  user  will  not  be  penalized  for  owning  the 
item  that  happens  to  fail  beyond  repair.  If  there  is  evidence 
that  the  user  caused  the  irreparable  damage,  a  report  of  survey 
may  be  needed  to  establish  that  a  user  must  pay  for  a  replacement 
at  ftill  A21DF  price  with  sxircharge,  not  at  the  standard  repair 
price.) 


(5)  Using  a  standard  repair  price  for  repair-and-retum 
systems  presumes  that  there  would  still  be  a  standard  purchase 
price  for  the  user  who  buys  an  item  without  a  turn- in  (examples: 
a  new  user,  other  than  upon  initial  fielding;  the  old  item  lost 
or  a^eady  sent  to  DKKO)  .  Having  both  a  purchase  price  and  a 
repair  price  means  that  systems  documentation  must  distinguish 
between  repair-and'-retum  requests  and  piirchases  without  turn'-' in. 


5.  ALl’ERHATTVEfl  t  It  Should  be  the  goal  to  bring  NSI.S  into  the 
standard  system,  when  that  is  feasible,  and  as  soon  as  possible. 
Recognizing  that  this  will  not  be  possible  in  all  cases,  or  that 
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a  transition  period  may  be  needed  in  others,  there  are  several 
possible  alternatives: 

a.  Retain  CLS,  but  bring  the  doeuaeatatioa  in  line  vitb  the 
standard  ayatea.  The  contract  for  repair  and  return  should 
include  provision  for  contractor  to  provide  the  NICP  notice  of 
receipt  and  shipment.  The  shipper  (user)  should  also  be  required 
to  provide  notice  of  shipment  (or  tum*in)  to  contractor  and  of 
receipt  from  the  contractor.  This  is  neceaaary  to  maintain  an 
audit  trail  of  contractor  repairs,  and  to  establish  ownership  of 
the  materiel  at  the  wholesale  level.  This  also  requires  aystans 
ehangea  to  distinguish  between  purchase  (without  turn- in)  and 
repair-and-retum,  and  to  charge  then  at  different  prices. 

b.  Develop  a  non-standard  reinbursenent  to  the  «87.  This 
may  be  necessary  in  some  cases,  but  is  the  least  desirable 
option.  It  should  be  used  only  in  cases  when  the  contract  for 
repair  support  stipulates  a  periodic  (for  example,  monthly)  fee 
regardless  of  the  nxuaber  of  items  actually  repaired.  We're 
essentially  paying  the  contractor  to  be  on  stand-by  if  we  need 
service.  In  that  case,  the  contract  cost  is  not  tied  to  repair 
transactions ,  and  the  using  command (s)  must  reimburse  the  WSF 
based  on  other  criteria,  such  as  system  density  in  each  command. 

c.  It  will  not  be  feasible,  or  cost-effective,  to  bring  some 
items  or  systems  into  the  standard  supply  system.  Following  are 
some  suggested  criteria  for  the  decision  to  exempt  a  system  (with 
its  associated  repair  parts  and  repair  program)  from  the  standard 
logistics  system: 

(1)  Low  density;  fever  than  H  systems  Army-wide.  (The 
review  process  mentioned  below  may  further  define  X  after 
reviewing  the  data  on  such  systems.) 

(2)  Short  life  expectancy;  system  is  expected  to  be 
replaced  in  less  than  g  years  (suggest  2  years  as  a  st2irting 
point)  .  The  system  will  not  be  retained  (for  example,  in  reserve 
component  units,  or  in  war  reserve  stoc]cs)  after  its  replacement 
is  fielded. 

(3)  High  cost  of  type  classification,  relative  to  the 
value  of  the  system  and  the  associated  repair  parts. 

(4)  Finally,  a  low  likelihood  that  stock-funding  (^ving 
users  reimburse  the  WSF  for  issues  and  repairs)  would  provide  any 
significant  incentive  for  oisers  to  "buy  less , "  or  perform  better 
diagnosis  before  deciding  to  turn- in  for  repair,  or  perform  some 
repairs  authorised  at  the  user  level,  or  at  OS/GS  level.  This 
may  be  a  judgment  call,  but  even  if  one  or  more  of  the  other 
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iBpIaBan-ting  SFDLR  for  Non-Standard  Logistics  Systaas  (MSLS) 

critaria  are  met,  this  factor  should  also  ha  considered. 

Approval  to  exclude  a  systaa  should  be  granted  only  if  this 
criterion  is  also  net  by  a  plausible  argument  that  stock-funding 
the  system  would  not  provide  such  incentives  (for  example,  that 
on  a  particular  system  there  is  no  possibility  of  user  or  OS/GS 
repair  or  diagnosis) . 

d.  In  using  the  above  criteria  to  request  exception  to 
policy  (as  discussed  below) ,  item  managers  or  PMa  may  suggest 
other  criteria  for  consideration.  The  above  criteria  are  not 
all-inclusive;  the  review  process  may  add  others. 

6.  RgeOMMENDATlONS; 

a.  That  HQOA  formally  task  AMC  and  its  NICPs  to  provide 
information  on  which  systems  are  currently  outside  the  standard 
logistics  system,  in  one  or  more  respects: 

(1)  Items  are  not  recpiisitioned  through  standard  retail 
and  wholesale  systems,  or  are  not  billed  through  standard 
financial  systems. 

(2)  Maintenance  of  the  system's  components  is  on  a 
repair-and-retuxn  basis,  not  a  purchase  and  tum-in  between  user 
and  WST, 


(3)  Repair  contract  calls  for  payment  to  contractor  on  a 
basis  other  than  repair  transactions,  and  the  fixed  fee  (or  cost) 
is  not  distributed  to  all  users  by  being  included  in  the  repair 
cost  for  the  item  or  family  of  items. 

(4)  The  system  is  not  type-classified. 

(5)  Repair  program  for  the  system  is  funded  by  the 
Program  Manager  (PM)  for  the  system  (the  PM  has  fielded  the 
system,  but  has  not  transitioned  the  repair  program  to  WSF)  . 

(6)  Repair  program  for  the  system's  components  (for  what 
would  be  OLRs  on  a  standard  system)  is  OKA- funded  at  the  national 
level  (AMC  P7K,  for  example) .  (This  does  not  include  MACOM 
repair  programs  whicn  are  OMA-£unded,  for  repairs  at  OS  or  GS 
level,  or  even  for  depot-level  repairs  at  a  HQDA-approved  Special 
Repair  Activity  (SRA) . 

b.  That  the  tasking  to  AMC  and  NICPs  include  a  requirement 
to  provide,  for  each  system  identified  above,  a  projected  date 
for  transition  of  each  system  to  the  standard  logistics  system— 
either  through  a  depot  repair  program  or  a  contractor-operated 
program  which  provides  **  look-alike"  standard  documentation . 
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laplenenting  SFDLR  for  Non-Standard  Logistics  Systaaus  (NSL5) 

e.  That  NICPs  provide  full  justification,  using  the  criteria 
in  paragraph  5c  above,  for  each  request  that  a  systea  be  exeepted 
froa  the  requireaent  (in  b  above)  to  transition  to  the  standard 
logistics  systea.  (Suggested  foraat  for  requests  is  at  TAB  C. ) 

d.  That  HQOA  develop  a  process  to  consider  and  approve  or 
disapprove  the  requests  for  exception  to  policy  referred  to  in  e 
above.  This  process  should  include  review  of  NZCF's  request  by 
the  systea  PM,  the  MXCOH  with  priaary  interest  (in  the  case  of 
single— user  systems),  and  SASDA,  ODCSOPS,  and  ODCSLOG. 

e.  That  approved  requests  for  exception  to  policy  be 
reviewed  every  two  years,  to  determine  if  circuastances  warrant 
continuing  the  exemption. 


JOHN  L.  PZERCS 
Logistics  Mgt  Specialist 
DSN  284-452S/29 
comaereial  (703)  274-4528 


TAB  A  -  SOCOM  examples,  type  classification  costs 

TAB  B  -  IMMC  samples,  repair  options  for  contractor-support  items 
TAB  C  -  Data  required  to  request  exception  to  policy  (TBD) 
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MEKORANOOM  FOR  DIRSCTOS,  U.S.  SPECIAL  OPERATIONS  RESEARCH, 

OEVELOPKENT,  AND  ACQOISITIOK  CENTER,  KACOZLL 
AIR  FORCE  BASE,  FL  33608-6001 

SUBJECT:  Typ«  Classificaolon  (TC)  Infonation  for  spacial 
oparaoion  Forces  (SOF)  Syateas 


1.  Raferanca,  12  Aug  1991  InTonacioa  brlaElng  t:o  LTG  Thomas, 
AHC  Dapury  Cownandlng  General  for  Research,  Development,  and 
Acquisition,  subject:  Special  operation  Forces  (SOF) 
Acquisition  Programs 


2.  During  reference  briefing,  LTG  Thomas  directed  that 
validated  cost  data  be  developed  for  all  AMC  managed  SOF  items 
that  require  additional  funding  to  achieve  Type  classif ication 
Standard  (TC-STD)  . 

3.  Validated  level  II  cost  information  for  these  SOF  items  is 
provided  at  enclosure  1. 

4.  Enclosure  2  represents  the  materiel  developer's  recommended 
position  and  action  plan  for  Type  Classification  of  OSSOCOM 
systems  assigned  to  the  U.S.  Army  Materiel  command  for 
acquisition  management. 

5.  Request  U5S0C0M  provide  concurrence/comnent  as  soon  as 
possible.  AKC  will  proceed  as  indicated  unless  notified 
othervise. 


6.  AMC  point  of  contact  for  this  action  is  Mr.  Jenkins, 
AKCDE-F,  OSH  284-9209. 


FOR  THE  COMMANDER: 


Enel 


X 


,  6S 

Deputy  Chief  of  Staff 
for  Developmenc,  Engineering 
and  Acquisition  -  Special 
Operations  Farces 


CONSOLIDATED  TC-STD  COST 

aeVEL  I.  VALIDATION.  Fy92  CONSTANT  $*8  IN  THOUSANDS) 
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Non-standard  systems  -  data  summary: 
AMC; 


10  C5C0M  systems  (not  stare  all  are  DLfis) 

>  4  CIMMC  " 

1  ANCCOM  "  (a  "afield  level  reparable  secondaary  end  item**) 

1  MICOM  (an  "SRA'*  at  Ft  Bragg) — It's  buE 
total:  16  systems  vitb  "non-standard  supply  suppoart  procedures" 

no  TACOM,  AVSCOM  (???)  /  TROSCOM,  CSIA  (?????)  -  sure* 


TRADOC  -  harder  to  digest;  summaary/  as  best  I  uxiderstand  it: 

Rucker  -  6  pages  of  NSNs  of  "DLRs  that  go  to  Martin  Marietta  or 
McOonell  Douglas" 

Knox  -  7  or  8  faiailies  that  go  to  various  contractors^  are  funded 
"free"  by  depots,  or  where  they  don^t  know  the  ftanding  policy 
(meaning,  apparently,  that  Knox  doesn't  think  they're  paying) 
[includes  the  crazy  AHCCOM  contract  col  sreene  wrote  about] 

"Anon."  -  several  Training  Aids  Suppoart  Center  (TASC)  and 
aviation  signal  items  in  an  sr  program  tharu  Ft  Rucker 

Oevens  -  several  CIMMC-like  systeans  (not  sure  if  the  saaae  ones) 

Monmouth  -  CECOM  items  -  EADS  system  (chaplains  get  65%  credit!) 

Coord  Logistics  Suppoart  Progaram  (CLSP)  items  -  Tobyhanna; 

other  itaaos  (w/o  NSNs)  shipped  to  a  variety  of  contractors;  these 

might  be  off-the-shelf  iteans 

McClellan  -  TASC  items;  more  CLSP  iteans;  STTJ  III  items  (non-ASF) 
Ben  Hsn  -  TASC 

Banning  -  HSE  items;  an  AMCCOM  contract  for  sniper  rifles,  aaid 
Radar  Hawk 

a  veary  mixed  bag;  several  AMC  did  not  mention;  no  big  suarprisea. 


FORSCOM 

Several  SRAs,  several  XEW  systems  ClMHC  had  mentioned,  emd  a  few 
similar  to  ones  TRADOC  mentioned 


AppendBxAT 

Stfategh  Ltigistics  Agency  Momation  Paper,  Undated,  Subject: 
Integrated  Sustaaunent  Maintenance  (ISMI 


INTEGRATED  SUSTAINMENT 
MAINTENANCE  CONCEPT 


I 

\ 


U.S.  Army 
Deputy  Chief  of  Staff  for  Logistics 
Director  of  Supply  and  Maintenance 
Strategic  Logistics  Agency 


'  tor  iatccf  Jica  ^^iArncncni  MuauaiACtf 


j  Strategic  Logistics  Agency 

I 

Iniormaiion  Paper 

Subject:  Intecratcd  Sustainment  Mainte¬ 
nance  (ISM) 

1.  Purpose.  To  provide  die  oackaround. 
objecuves.  concept  development  and  impie- 
mentation  approach  for  ISM. 

2.  Background. 

a.  The  need  to  review  the  Aimy’s 
maintenance  process  at  levels  above  Divi¬ 
sion  was  liisi  discussed  with  SLA  in  July  of 
1990  by  the  ODCSLOG  Assistant  Deputy 
Director  for  Maintenance.  SLA  was  asked 
to  evaluate  the  subject,  with  tasking  for¬ 
malized  in  Dec  1990.  Subsequent  events 
during  ODS  made  this  an  even  more  timely 
subject. 

b.  SLA  was  asked  to  use  a  “clean 
sheet’’ approach  to  review  both  the  strengths 
and  weaknesses  of  current  maintenance  pro¬ 
cedures  in  a  peacetime  and  wartime  environ- 

menL  This  ffvnliinrinn  inriiiried  thp  rnle«;  nf 

the  Amiy’s 

cfyilian  maintenance  workforce  and  suo- 
portinz  contractors.  Evolving  .Army  mis¬ 
sions  were  a  baseline  input:  as  were  chang¬ 
ing  forces,  equipment,  deployment  doctnne. 
budget  constraints  ana  (later i  ODS  experi¬ 
ences. 

3.  Objectives  of  the  ISM  Concept. 

a.  To  develop  a  responsive,  seamless. 
sustainment  mninrpn.mrp.  rnnc.-nr  rr>  meet 
Army  needs  now  and  into  2 1st  century. 

b.  To  provide  integrated  maintenance 
supponin  peacetime  ana  projectsustainmeni 
power  in  contingencies  lAW  .ALO  doctrine. 

c.  To  provide  clfcctive  sustainment 
maintenance  .support  in  an  c.'-a  of  reduced 
resources. 

.1.  Tv)  .stress  lle.xiniiuv  and  ways  to 
taiiur  rapiulv  depiovable  lorces  lo  .suppon  a 
varictv  oi  nrenl.anned  ba.seline.s. 


4.  ISM  Concept  Description. 

a.  The  ISM  concent  integrates  sus¬ 

tainment  maintenance  at  ail  levels  under  a 
sin rie  nauonai  manager.  .All  civilian  ana. . 
Ar/T?r  ^  | 

re.sntirrev;  rn  ipfiiine  coms/£.AC  G.S.  instal-'j 
lauon,  depot.  SRA/contractor  will  he  under  i 

ihff  rnntnnl  nf  thi.S  mnnngpr  rn  n^pf»fimp  .a.S  i 

well  as  war.  There  will  be  a  seamless,  “one  i 
stopsnop  ’formainiemincRni<»fhpinn.<;above  i 
Direct  Support.  The  ISMM  will  reside  in  liie  l 

b.  The  resources  controiled  by  this 
manager  wiil  be  trained  on  appropnatei 
equipment,  cross-trained,  integrated,  force- 
tailored  using  building  block  principles,  ap¬ 
plied  against  specirlcscenarios.and  deployed 
to  bring  effective  sustainment  maintenance 
to  the  field.  The  deployed  ISM  resources  i 
will  be  opcotT  to  the  theater/coros  coftT" 
mander.  but  monitored  ana  workloaaed  bv 
the  ISMM. 

C.  Pe^acetime  .support  rn  InrrpjL 
will  be  in  theTorm^f  tailoreQ  on-site  main¬ 
tenance;  regional  maintenance  centers:  con¬ 
tractor  maintenance  suppon:  specialized 
depot  maintenance  programs  (e.g.,  repair 
and  renim);  MWO  application  teams,  etc. 

d.  The  ISMM  wiil  work  with  Army 
field  commanaers.  poliev  makers  (DCS- 
LOG/DCSOPS).  PEOs/PMs.  WSMs.  ILS 
planners  and  force  developers  to  devise  i 
compauble  maintenance  concepts  ana  sup¬ 
port. 

5.  Benefits  of  Integrated  Sustainment 
.Maintenance. 

a.  Tlie  ISM  concent  will  lead  to  a 
better  irainea.  more  stable,  resilient  mainte¬ 
nance  force. 

b.  There  will  be  coherent,  preplanned 
.support  versus  the  reactive  mode  expen- 
enced  m  t)DS. 

c .  Inienraiion  ol  conirnciors.  POD 
1 V I linii.s  .inn  inilK.'irv  m.Tinicn.'incc  skills 


('oncrm  tor  iiMccrMca  SustAiftmem  Maiaiciuacc 


j  will  create  a  ilexible.  more  erficipnL  nnri 
effective  support  structu^ 

i  d.  Appropnate  rouiionai  training 

!  will  strenginen  me  technical  skills  needed 
I  in  comoai. 

e.  Contract  support  wiil  be  better 
managed. 

f.  Financial  visibility  of  the  entire 
process,  incluaing  charges,  credits,  ana  re¬ 
imbursements.  will  be  improved. 

g.  Career  development  will  be  en¬ 
hanced  through  incentives,  improved  train¬ 
ing.  and  team  ouiiding  in  either  military  or 
DOD  civilian  career  paths. 

6.  Implementation  Process. 

Steps  for  ISM  implementation  in¬ 
clude: 

a.  A  concept  definition  and  approval 
process. 

b.  Assignment  of  a  single  manager 
and  core  management  team. 

c.  A  peacetime  proof  of  principle 
protocv'pe. 


d.  Full  scale  tesung  in  a  deployea/ 
remote  locauon. 

e.  Formal  acceptance,  doctrine,  and 
organizational  changes. 

1.  Xbe  [SM  Manager  rngether  with  core 
^nff  mpmnpp;  will  rp.sioe  Within  the  AMC 
oreanizatien. 

2.  Suppon  for  the  development  of  sustain¬ 
ment  policies,  doctrine,  missions,  training, 
and  activauon/deployment  will  come  from  I 
throughout  the  Army. 

3.  The  ISM  Manager  will  have  a  broad 
range  of  resources  (personnel/facilities/ 
equipment)  to  integrate,  manage,  and  utilize 
to  meet  specific  operational  requirements. 

4.  In  peacetime,  these  resources  wiil  be  used 
to  manage  national-level  programs;  provide 
services  from  regional  centers  (POL  shoos 
at  specific  instaliations):  provide  on-site  as- 
sistance  as  required:  penonn  special  repair 
programs  (e.g.,  repair  and  return);  or  assist 
in  programs,  such  as  MWO  applications. 

5.  In  national  rh<»  Man. 

aser~ will  nro^^e  timeiv.  appropriate,  tai- 
lo^rea  sustainment  maintenance  ^ 

theater,  backed  up  nv 

infrastructure. 
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CtMMC  Memo,  31  Aug  92,  Subject:  iEW  Streamlining  Study  - 
MACOM  iPR  Minutes,  29’30  July  1992 
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DEMRTMENT  OF  THE  ARMY 
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MEMORANDUM  FOR  SEE  DISTRIBUTION 

SUBJECT;  lEW  Streamlining  Study  -  MACOM  IPR  Minutes 


1.  Draft  minutes  and  enclosures  are  herein  provided  for  29-30 
July  MACOM  IPR.  Recommended  changes  must  be  submitted  in  writing 
NLT  25  Sept  92.  "No  comment"  will  be  considered  concurrence  and 
minutes  will  be  finalized  accordingly. 

2.  Minutes  for  23-24  June  MACOM  IPR  are  now  final.  Page  1,  and 
pages  13-16  have  been  changed  as  indicated  by  underlined 
segments.  These  pages  replace  corresponding  pages  of  the  draft 
submission,  and  are  considered  final. 

3.  POC  is  the  undersigned,  SELIM-IEW,  DSN;  229-5248/5254. 

4.  CECOM  Bottom  Line;  THE  SOLDIER. 


End  DENNIS  F.  DUTTON 

as  Project  Officer,  lEW 

Sustainment  Study 
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MEMORANDUM  FOR  RECORD 

SUBJECT:  lEW  Streamlining  -  Minutes  of  MACOM  IPR,  29-30  Jul  92 


1.  This  memorandum  furnishes  subject  minutes  for  information, 
necessary  action,  and  docvunentation. 

2.  The  agenda  and  a  copy  of  the  attendee  list  are  provided  as 
Enclosures  1  and  2,  respectively. 

3.  Minutes  herein  reflect  general  administrative  information, 
detailed  discussions,  and  current  taskings. 

4.  General  Administrative  Information 

a.  The  IPR  was  conducted  at  CIMMC,  Vint  Hill  Farms 
Station,  VA,  from  0800,  29  July,  to  1700,  30  July  1992. 

b.  This  IPR  was  conducted  primarily  in  briefing  or 
discussion  format  to  provide  the  study  group  principals  and  their 
representatives  with  an  update  on  the  progress  and  direction  of 
the  study. 

c.  Mr.  Dutton  provided  copies  of  the  16  June  Fort  Bragg 
Trip  Report  and  of  the  23-24  June  IPR  minutes. 

d.  After  administrative  announcements,  attendees 
introduced  themselves. 

e.  The  next  MACOM  IPR  was  tentatively  scheduled  for  the 
first  week  in  September.  CIMMC  will  provide  announcement  letter 
specifying  location,  time,  etc. 

5.  Detailed  Discussion 
a.  USAREDR  Trip 

(1)  Mr.  Riddle  said  the  trip  was  enlightening.  No  two 
units  receive  support  in  the  same  manner.  Some  units  go  directly 
to  CIMMC  or  the  SRA,  and  others  follow  traditional  routes.  There 
is  a  severe  problem  with  unaccounted  spare  parts  that  seem  to  be 
lost  somewhere  in  Europe;  the  team  heard  of  an  instance  involving 
16  MILVANs  of  parts  that  had  not  been  inventoried  or  otherwise 
properly  accounted  for. 

(2)  Since  1  Apr  92,  the  effective  date  of  stock 
funding  of  depot  level  reparables  (SFDLR) ,  the  CIMMC  SRA  in 
Pirmasens  had  received  an  average  of  only  five  work  orders  a 
month.  Previously,  the  SRA  had  received  an  average  of  200  work 
orders  a  month. 
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(3)  There  was  substantial  discussion  concerning  the 
204th  MI  Battalion  (Bn) .  A  major  concern  for  the  204th  is  the 
level  of  non-IEW  DS  support  in  the  Augsburg  area.  Because 
support  units  are  moving  out  of  Augsburg,  the  204th  currently  has 
no  DS  support  except  that  provided  by  their  organic  lEW  section. 
There  is  no  supporting  GS  maintenance  detachment.  The  204th  has 
no  effective  supply  support.  The  200th  TAMMC  told  them  to  delay 
submission  of  supply  reguescs  until  after  they  moved.  The  bottom 
line  is  that  there  is  no  effective  lEVf  GS  support  in  USAREUR 
except  for  the  CIMMC  SRA.  Most  lEW  systems  are  supported  by 
contractors  now,  so  the  problem  is  not  as  bad  as  it  seems. 

b.  Study  Output  Products  (Enel  3) 

(1)  Mr.  Dutton  stated  the  final  output  products  will 
be  comprised  of  four  volumes:  the  main  report,  study  group 
history,  the  study  group  significant  documentation,  and  a 
classified  volume  of  system  support  information. 

(2)  Mr.  Dutton  emphasized  the  requirement  of  the  study 
group  to  remain  objective  in  its  evaluation  of  the  draft 
documentation  and  proposals  presented  for  review.  In  this  same 
regard,  whatever  proposals  are  forthcoming  are  to  be  the  position 
of  the  agencies  represented  by  the  study  group  menbers. 

(3)  Mr.  Dutton  stated  the  draft  study  group  products 
will  propose  recommendations  for  implementation.  He  stressed  the 
importance  of  quality  staffing  amongst  the  agencies  represented 
on  the  study  group  to  ensure  that  everyone  is  in  agreement  and 
fully  understands  what  the  study  group  recommends. 

(4)  Mr.  Dutton  advised  that  group  participation 
towards  compiling  Volumes  II  and  IV  is  critical  to  the  success  of 
these  products.. 

c.  GS  Force  Structure  (Enel  4) .  Mr.  Serrentino  updated 
the  study  group  on  the  Total  Army  Analysis  (TAA)  process  with 
respect  to  general  support  (GS)  unit  capabilities  and  FORSCOM's 
proposals  for  GS  unit  Table  of  Organization  and  Equipment  (TOE) 
changes  to  meet  required  manpower  cuts. 

(1)  Tentative  TAA-99  results  indicate  there  will 
likely  be  only  two  lEW  GS  elements  Army-wide,  one  in  CONUS  and 
one  in  Europe.  FORSCOM  will  have  only  one  lEW  GS  repair  platoon. 
Considering  the  extensive  mission  requirements,  FORSCOM  feels 
this  reduction  is  not  feasible. 
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(2)  In  order  to  meet  required  manpower  cuts,  the 
FORSCOM  proposal  would  consolidate  COMSEC/ lEW  support  and  ATE 
capabilities  into  three  platoons,  would  save  288  spaces  Army¬ 
wide,  and  would  align  diagnostics  and  repair  capabilities.  The 
proposal  recommended  the  consolidated  COMSEC/ lEW/ ATE  platoons  be 
placed  at  Forts  Bragg,  Lewis,  and  Hood,  and  recommended  one 
platoon  for  Europe.  Requirements  for  Korea  and  Panama  were  not 
addressed. 


(3)  A  timely  decision  on  the  FORSCOM  proposal  will  be 
reflected  in  the  final  proposal  of  the  lEW  Strea.:3lining  Study. 

(4)  Mr.  Serrentino  stated  that  the  related  SLA 
studies,  such  as  the  Logistics  Support  Group  study,  lean  toward 
this  type  of  support  with  contractor  augmentation. 

d.  Seoul  SRA.  There  was  limited  discussion  on  the 
existence  of  an  SRA-like  TDA  augmentation  to  the  501st  MI  Brigade 
(Bde) .  Military  personnel  manning  the  element  are  from  the  532d 
MI  Bn  and  perform  GS  level  support  on  the  UYK-71A.  There  were 
questions  about  who  funds  the  element  and  who  provides  the 
manpower  (in  particular,  a  GS-12  position) .  There  is  a 
possibility  that  this  position  is  provided  by  INSCOM's  MSA-V  or 
by  Tobyhanna  Army  Depot.  Mr.  Bazemore  stated  he  would  attempt  to 
ascertain  if  INSCOM  provided  the  space.  Mr.  Dutton  reiterated 
that  all  initiatives  affecting  the  study  group's  proposals  must 
be  reviewed. 

e.  BOIP  Process  Cycle  (Enel  4.1).  Mr.  Lovely,  U.S.  Army 
Intelligence  Center  and  School  (USAICS) ,  briefed  a  general 
description  of  the  Basis  of  Issue  Plan  (BOIP)  process  and 
described  how  this  process  affects  the  acquisition  system. 

(1)  The  BOIP  process  requires  295  days  from  initiation 
to  final  result  if  there  are  no  obstacles.  Members  of  the  study 
group  felt  this  process  could  be  reduced.  One  suggestion  would 
change  the  process  so  that  minor  changes  will  not  necessarily 
require  a  complete  revision  (a  restart  from  the  beginning)  of  the 
BOIP.  In  addition,  it  was  agreed  that  the  materiel  developer 
should  coordinate  with  the  BOIP  developers  prior  to  official 
process  initiation. 

(2)  Mr.  Serrentino  requested  that  the  study  group 
ascertain  whether  a  BOIP  could  be  processed  if  a  requirements 
document  did  not  exist.  Mr.  Lovely  said  he  would  research  the 
question  and  provide  an  answer. 
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(3)  There  was  discussion  as  to  whether  the  study  group 
should  be  concerned  with  the  BOIP  process  as  it  does  not  lie 
within  the  study's  parameters  or  capabilities.  The  study  group 
decided  to  formally  identify,  in  its  acquisition  documentation 
findings,  the  fact  that  the  BOIP  process  has  historically  been, 
and  continues  to  be,  a  problem. 

(4)  Mr.  Outton  updated  the  status  of  ASPO  systems  and 
their  relation  to  the  study.  Due  to  the  classification  of  some 
of  the  ASPO  systems,  the  study  group  can  only  review 
approximately  80%  of  the  requested  material.  He  was  assured  by 
BG  Adams  of  DA  DCSOPS  that  this  material  would  be  available 
shortly.  Mr.  Dutton  reiterated  that  ASPO  will  remain  a  distinct 
part  of  the  Streamlining  Study.  In  addition  he  stated  that  a 
coordinated  position  paper  from  DCSOPS  ASPO  would  suffice  and 
would  be  included  in  the  study. 

f.  Non-Standard  Logistics  Support  (Enel  5).  Mr.  Pierce  of 
SLA,  briefed  the  study  group  and  stated  both  SLA  and  the  lEW 
Streamlining  group  are  seeking  the  same  objective,  but  from 
different  approaches. 

(1)  SLA  assumes  that  wholesale  stock  fund  (WSF)  must 
recoup  costs.  In  line  with  this  requirement,  other  principles  of 
WSF  include:  item  owners  pay  for  item  repair,  it  must  support 
fielded  systems,  and  provide  a  flexible  approach  to  current 
systems.  The  long  term  goal  of  WSF  is  to  manage  the  materiel 
development  process. 

(2)  In  providing  examples  of  nonstandard  systems,  Mr. 
Pierce  noted  commercial  off-the-shelf  (COTS)  items,  contractor 
logistics  support  (CLS) ,  low-density/ single-  user  items,  and 
items  not  requisitioned  or  billed  through  standard  logistic  and 
financial  systems. 

(3)  From  the  perspective  of  stock  funding  of  depot 
level  repairables,  some  of  the  reasons  for  standardizing  the 
systems  include:  nonstandard  systems  impair  visibility  of  the 
asset  position  and  true  system  costs,  require  complex  turn-in  and 
repair  procedures,  reduce  incentives  for  diagnosis  and  repair  in 
the  units,  and  make  the  force  more  dependent  on  contractors  in 
wartime. 


(4)  There  was  extensive  discussion  concerning  AMDF 
repair  costs  and  surcharges.  Mr.  Pierce  stated  the  types  of 
charges  for  a  standard  repair  price  are  similar  to  a  surcharge. 
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but  would  be  a  surcharge  on  a  repair  price  rather  than  on  an 
acquisition  price. 

(5)  Mr.  Pierce  completed  his  briefing  stating  the 
bottom  line  of  Non-Standard  Logistics  Support  is  to  task  NICPs  to 
report  all  nonstandard  systems,  to  have  the  PMs  or  NICPs  provide 
target  dates  for  transition  to  standard  logistics  systems  (or 
request  justified  exemptions  from  standard  systems) ,  and  to  have 
HQDA  develop  a  process  to  review  exemptions  from  the 
requirements . 

g.  Discussion  of  Proposed  Support.  Agenda  topic  broke  out 
into  several  general  discussions.  Mr.  Dutton  briefly  revisited 
the  study  background,  task  drivers,  the  taskings,  integration, 
streamlining  of  the  battlefield  sustainment  structure,  and 
system  analysis. 

(1)  While  discussing  acquisition  as  related  to 
sustainment  trends,  it  was  noted  that  emerging  technology  should 
extend  fix-forward  cat  ability  without  encumbering  units  with  more 
logistic  requirements.  Past  trends  have  been  15-20  year  materiel 
life  cycles,  multiple  systems,  system  operational  independence, 
stable  resourcing,  and  front  end  funding.  This  situation  is 
transitioning  to  a  resource-lean  future  characterized  by  sharply 
reduced  life  cycles,  NDI/COTS  systems  which  are  f iannware-driven 
with  rapid  prototyping,  nu’^ierically  fewer  systems  with  increased 
capabilities,  and  automated  system  interoperability. 

(2)  There  was  some  discussion  of  Reserve  Component 
support  requirements  and  National  Guard  participation  in  the 
study.  Mr.  Serrentino  reemphasized  that  FORSCOM  does  not  speak 
for  the  National  Guard,  but  that  FORSCOM  has  kept  National  Guard 
Bureau  (NGB)  informed  and  invited  them  to  participate.  Mr. 
Serrentino  indicated  he  would  obtain  the  NGB  representative's 
name  and  forward  it  to  Mr.  Riddle. 

(3)  Mr.  Wilson  briefly  discussed  Maintenance  2020,  the 
Ordnance  Corps'  Future  Vision  initiative.  Electronics 
Maintenance  Vision  and  the  Ordnance  Maintenance  Vision  are  in 
draft  only  and  have  not  been  approved.  It's  concepts  include  an 
"FRA,"  a  mobile,  readily  identified,  deployable,  depot  level 
support  activity.  Mr.  Wilson  also  discussed: 

■  A  predictive  maintenance  system  in  which  equipment  faults 
are  addressed  prior  to  failure  by  analytical  prediction 
based  on  reliable  historical  failure  data  and  on-board 
sensors.  There  would  be  no  operator/maintainer ;  the  system 
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would  be  maintained  by  divisional  or  higher  maintenance 
teams  controlled  by  a  Maintenance  Operations  Center  (MOC) . 

■  Future  maintenance  concepts  with  three  categories  of 
maintenance:  the  sustainment  level,  which  deals  with  the 
industrial  base;  the  operational  level,  which  deals  with  the 
FRAs  (the  in-theater  support  elements) ;  and  the  tactical 
level,  which  would  include  operator/ crew  and  field 
maintenance. 

■  Possibilties  of  a  three-level  maintenance  system  with  a  base 
station  test  facility  at  both  brigade  and  division  level,  a 
common  test  set  (CTS)  which  will  operate  forward  with 
maintenance  support  teams  (MST) ,  and  a  great  deal  of 
emphasis  on  technology  and  built-in  test/built-in  test 
equipment  (BIT/BITE) .  Finally,  it  is  likely  that  there  will 
be  an  operator/maintainer  who  will  have  some  unit  or  on¬ 
board  spares  with  which  to  fix  the  system. 

h.  Discussion  of  XRA  (End  6).  Mr.  Dutton's  emphasized 
use  of  f'e  letter  "X"  was  to  avoid  confusing  the  proposed  support 
activity  with  an  SRA  or  FRA  and  is  not  to  be  confused  with  some 
of  the  depot  activities  which  the  study  group  is  reviewing.  The 
XRA  is  not  an  Army  standard  SRA  under  paragraph  ,  AR  750-1,  nor 
does  it  match  the  deployed  FRA  of  the  AMC  initiatives. 

(1)  Discussion  of  Stock  Funding  of  Depot  Level 
Reparables  indicated  that  there  are  two  different  prices  to  be 
considered:  standard  and  net.  The  standard  price  is  the  actual 
AMDF  price  with  updated  acquisition  cost,  price  stabilization, 
inventory  losses,  and  transportation  costed  together  with  no 
anticipated  turn  ins.  The  net  price  is  the  standard  price  with 
credit  allowed  for  turn  in. 

(2)  Of  the  net  price,  there  are  items  which  may  not  be 
required  if  the  work  is  performed  at  an  XRA,  such  as  price 
stabilization  and  perhaps  replacement  of  washouts.  There  would 
be  no  inventory  losses  as  they  are  controlled  by  the  XRA.  The 
logistics  and  transportation  costs  may  not  be  required  or  may  be 
less . 


(3)  The  result  is  a  standard  repair/return  price. 
There  is  no  acquisition  cost  involved  in  this  concept,  just 
repair  and  return  to  the  unit.  Standard  repair/ return  price 
would  be  comprised  of  the  actual  cost  to  repair  plus  allowance 
for  washouts,  XRA  overhead,  and  transportation  cost. 
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(4)  There  was  discussion  of  the  various  logistical 
facets  of  the  SRA  and  FRA,  their  location  and  ability  to  support 
tactical  MI  assets  on  the  battlefield  and  in  peacetime,  and  the 
location  of  spare  parts  and  LRUs.  The  flow  which  Mr.  Dutton 
recommends  is  a  repair  and  return  concept.  Presently  the  flow 
goes  from  the  unit  to  the  DISCOM  to  GS  element.  Objective  Supply 
Capability  (OSC)  would  be  installation  driven.  Under  the  XRA 
recommendation,  the  flow  would  go  from  the  unit  directly  to  the 
XRA.  There  would  be  no  losses,  and  the  audit  trail  would  go 
through  the  Materiel  Manager.  The  XRA  would  repair  and  return 
equipment  based  on  where  the  equipment  originated;  i.e.,  to  the 
unit  if  coming  from  them  or  to  the  DISCOM  if  a  DISCOM  spare  or  if 
forwarded  by  them  to  the  XRA. 

(5)  The  recommended  flow  codifies  what  the  actual  flow 
is  today  but  with  a  new,  streamlined  organization  to  manage  it. 

It  propagates  the  seamless  logistics  flow  from  NICP  to  the  user, 
emphasizing  a  direct  flow  between  the  user,  the  XRA,  and  the 
NICP. 


(6)  Mr.  Dutton  described  the  specifics  of  the  lEW 
repair  activity  support  and  the  funding,  request  and  issue,  and 
hardware  flows  within  an  XRA  concept  (see  Enclosure  6) . 

(7)  On  Thursday,  Mr.  Dutton  continued  discussions  of 
the  XRA  by  describing  the  characteristics  of  the  XRA  and  its 
core.  The  XRA  would  have  the  capability  to  expand  as  required, 
provide  area-based  forward  support,  be  tailored  from  a  generic 
core  base,  and  provide  a  secure  repair/ storage  environment.  The 
XRA  would  be  comprised  of  personnel  from  military  GS  detachments, 
depot  level  support  activities,  logistics  assistance 
representatives,  and  omnibus  contractors.  This  core  would  have 
the  capability  to  provide  site  management,  supply  management, 
transportation,  and  some  maintenance.  Added  to  the  core,  would  be 
original  equipment  manufacturer  (OEM)  modules  as  required  to 
supplement  the  support  capabilities  of  the  XRA. 

i.  Discussions  of  the  "Outline  of  Future  Support"  Memo 

(End  7) 


(1)  Mr.  Serrentino  asked  about  the  purpose  of  the 
memo.  Mr.  Dutton  explained  that  it  was  the  objective  of  this 
document  and  its  discussion  amongst  the  group  to  provide  him  with 
the  data  which  he  required  to  do  an  eventual  concept  paper  which 
flushes  out  the  details  of  the  study  group's  objective.  It  was 
decided  by  the  study  group  that  this  was  the  point  at  which  all 
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options  should  be  addressed  prior  to  discussing  the  details  of 
the  document. 

(2)  After  extensive  discussion  the  study  <^i:oup 
developed  three  options.  There  were  three  assumptions  made  in 
discussions  concerning  these  options:  that  there  would  be 
adequate  resourcing,  that  there  would  be  a  Memorandum  of 
Understanding  (MOU)  which  would  minimize  training  distractors, 
and  that  Readiness  Based  Maintenance  would  be  the  driver.  These 
options  were:  1)  to  maintain  status  quo,  2)  to  adopt  a  MACOM- 
focused  support  structure,  3)  or  the  XRA  concept  (see  Enel  8) . 
Pros  and  Cons  were  identified  and  considered  for  each  option 
prior  to  soliciting  group  consensus. 

(3)  The  representatives  from  CIMMC,  TRADOC,  PEO-IEW, 
and  AMC  supported  Option  3,  the  XRA;  FORSCOM  supported  Option  3 
on  the  stipulation  that  it  be  tied  to  SSF  and  ISM.  The  INSCOM 
representative  supported  Option  2,  MACOM-focused  support. 

(4)  During  discussions  on  qualitative  and  quantitative 
analysis  of  the  options,  COL  Hemenway  stated  that  cost  must  be 
addressed  when  being  presented  to  the  HQDA  staff.  If  no 
quantitative  savings  can  be  shown,  then  it  was  imperative  that  a 
qualitative  increase,  at  no  additional  resourcing  cost,  be  shown. 
Mr.  Dutton  stated  that  he  could  not  guarantee  that  there  would  be 
no  increase  but  that  there  would  be  other  long  term  savings  which 
would  off  set  any  short  term  increases. 

(5)  Discussions  evolved  to  development  of  milestones 
and  an  XRA  test  plan.  The  study  group  decided  that  a  test  plan 
would  be  developed  within  thirty  days  of  approval  of  the  concept 
and  that  an  implementation  plan  would  be  developed  within  sixty 
days  of  approval  of  the  test  plan.  Next  a  demonstration  plan 
with  a  linkage  to  SLA  would  be  completed  within  30  days.  This 
demonstration  would  be  conducted  eirher  in  line  with  the  Fort 
Hood  SLA  demonstration,  with  the  TRACKWOLF/AHFEWS  linkage,  or  in 
Korea. 


(6)  In  line  with  this  discussion,  but  not  tied  to  the 
demonstration,  was  contractor  sustainment  and  its  movement  under 
a  single  organization.  The  actions  required  in  support  of  this 
initiative  are: 

■  to  identify  systems  with  contract  sustainment  support  to 
include  terms 
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■  to  create  a  system-by-system,  timephased  transition  plan 
which  includes  management,  funding  (as  appropriate) , 
resources,  and  contracting  responsibility. 

(7)  The  study  group  completed  a  line-by-line  review  of 
the  Proposed  Future  Support  Memorandum  and  chose  the  MSSA  option 
as  the  XRA  supply  support  option.  Upon  completion  of  the  review, 
Mr.  Dutton  stated  that  it  was  his  goal  to  have  a  revised  proposal 
document  to  the  study  group  members  within  two  weeks  (14  Aug  92) . 

j.  Reserve  Support  Discussions  (Enel  4).  Mr.  Serrentino 
briefly  updated  the  study  group  on  ongoing  Reserve  Component 
support  initiatives  and  the  Expansible  CEWI  Battalion. 

Highlights  of  this  briefing  were  as  follows: 

(1)  Based  on  the  TAA  99  results,  the  FORSCOM  force 
structure  proposal  eliminates  the  separate  Radar/ATE  platoons  in 
the  ARNG  and  consolidates  Radar/ATE  assets  into  the  Signal 
platoons,  the  quantity  of  which  remains  the  same.  The  number  of 
USAR  units  would  also  be  unchanged. 

(2)  The  number  of  Reserve  Training  Sites-Intelligence 
(RTSI)  will  be  decreased  from  five  sites  (Forts  Dix,  Sheridan, 
and  Gillem,  Camp  Bullis,  and  Hamilton  AFB)  to  three  RTSIs  (Forts 
Sheridan  ana  Gillem,  and  Hamilton  AFB) . 


k.  IPR  Wrap-Dp.  Mr.  Dutton  ended  the  formal  portion  of 
the  IPR  by  reiterating  the  study  group's  charter  and 
requirements.  IPR  wrap-up  highlights  include  the  following: 

(1)  Mr.  Dutton  asked  the  participants  for  a  status  of 
attendance  and  recommended  dates  for  General  Officer  In-Process 
Reviews  (GOIPR) .  All  participants  were  still  checking.  AMC 
indicated  they  would  host  the  GOIPR  and  that  open  dates  were 
14-22  Sep  92  or  6  Oct  92.  As  the  MI  Relook  meeting  was  scheduled 
for  6  Oct  92,  it  was  decided  to  consider  holding  the  GOIPR  in 
conjunction  with  the  MI  Relook  meeting. 

(2)  Mr.  Dutton  reiterated  that  he  would  like  to  be 
able  to  brief  the  Executive  Summary  and  to  have  a  draft  of  the 
Final  Study  Products  completed  by  the  end  of  August. 

(3)  The  taskings  to  come  from  the  IPR  were  reviewed. 
These  taskings  included  the  following: 
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■  MACOMs  will  provide  available  timeframes  for  the  September 
GO  review  to  be  held  at  AMC.  Suspense:  5  Aug  92  (12212-002) 

■  MACOMs  will  provide  list  of  attendees  for  1  September  IPR. 
Suspense:  14  Aug  92  (12212-003) 

■  MACOMs  are  to  verify  all  study  principals  have  up-to-date 
clearance  information  on  file  with  the  SSO  at  VHFS. 

Suspense:  7  Aug  92  (12212-004) 

■  MACOMs  will  provide  position  papers  on  next  iteration  of  the 
Streamlining  study  proposal.  Suspense:  27  Aug  92 
(12212-005) 

■  MACOMs  will  reply  to  finalized  decision/concept  document. 
Suspense:  27  Aug  92  (12212-006) 

■  MACOMs  are  to  review  and  update  flowcharts.  Suspense:  7  Aug 
92  (12212-007) 

■  MACOMs  will  reply  to  finalized  decision/ concept  document. 
Suspense:  27  Aug  92  (12212-008) 

■  FORSCOM  will  provide  status  of  request  for  lEW  force 
structure  changes  (input  to  the  TAA  99  process) .  Suspense: 

4  Aug  92  (12212-009) 

■  FORSCOM  will  provide  GS/NDI  workload  data  for  submission  to 
TAA  process.  Suspense-:  21  Aug  92  (12212-010) 

■  FORSCOM  will  coordinate  recommendation  on  where  financial 
support  should  be  interjected  in  relationship  to  options  2 
and  3  of  the  Streamlining  study.  Suspense:  14  Aug  92 
(12212-011) 

■  FORSCOM  will  provide  feedback  data  -  SLA/TSM.  Suspense:  7 
Aug  92  (12212-012) 

■  TRADOC  is  to  provide  answer  to  whether  DA  and  TRADOC  have 
agreed  on  information  required  for  BOIP/QQPRI  for  systems 
without  approved  requirements  documents.  Suspense:  14  Aug 
92  (12212-013) 

■  INSCOM  will  provide  information  concerning  GS-12  in  Seoul 
SRA.  Suspense:  27  Aug  92  (12212-014) 
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■  CIMMC  will  release  finalized  decision/concept  document. 
Suspense:  18  Aug  92  (12212-015) 

■  CIMMC  will  release  draft  output  products.  Suspense:  31  Aug 
92  (12212-016) 
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6.  Otber  current  Taskings 


Number 

POC 

Suspense 

12100-008 

Set  up  interview  w/CWO 

Perez 

INSCOM 

June  ZPR 

12119-002 

Interview  OEM  contractor 

CIMMC 

ASAP 

12149-005 

Revise  flowcharts 

MACOMs 

ASAP 

12149-006 

Provide  feedback  on  NOI 
systems 

FORSCOM 

19  June 

12149-011 

Provide  TROJAN  SPIRIT  info 
and  revised  flowcharts 

INSCOM 

8  June 

12149-012 

Provide  remaining  data 
requirements 

USASOC 

12  June 

12149-016 

Identify  General  Officers 
to  be  briefed 

MACOMs 

25  June 

12212-001 

Provide  USAREUR  Trip  Report 

CIMMC 

15  July 

Highlighted  suspenses  reflect  overdue  status  or  immediate 
requirments . 
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0800-0815 

0815-0830 

0830-0915 

0915-0940 

0940-0945 

0940-1000 

1000-1030 

1030-1100 

1100-1130 

1130-1300 

1300-1630 


30  JTTLY 

0800-0815 

0815-1130 

1130-1300 

1300-1500 

1500-1630 


lEW  BATTLEFIELD  SUSTAINMENT 
MACCM  WORKING  IPR,  29-30  JULY  92 
USACIMMC,  VINT  HILL  FARMS  STATION 
WARRENTON,  VA  22186 


agenda 


WELCOME/ INTRODUCTIONS 
ADMINISTRATIVE  REMARKS 
EUROPE  TRIP  REPORT 
STUDY  OUTPUT  PRODUCTS 
STUDY  PRINCIPALS  ONLY 

-  BREAK  - 

GS  FORCE  STRUCTURE 
BO IP  PROCESS  CYCLE 
SLA  NON-STD  SYS:  ASFDLR 
LUNCH 

DISCUSSION  OF  PROPOSE 
SUPPORT  (AC) 

-  STUDY  BACKGROUND 

-  UNIT  LEVEL 

-  "X”RA 


CIMMC 
CIMMC 
CIMMC/ BDM 
CIMMC 


FORSCOM 

CIMMC/TRADOC 


CIMMC/ GROUP 


RECAP  DAY  1  CIMMC 

DISCUSSION  OF  PROPOSED  GROUP 

SUPPORT  (CONTINUED) 

LUNCH 

RESERVE  SUPPORT  DISCUSSIONS  FORSCOM /GROUP 

IPR  WRAP-UP  CIMMC 

-  STUDY  BACKGROUND 
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lEW  STREAMLINING  STUDY  GROUP  IN-PROCESS  REVIEW 

List  of  Attendees 

C9-30  July  1992 


Attendee  Office  Telephone  Number 

Mr.  Ralph  Riddle  ....  CIMMC,  SELIM-IEW  .  .  .  DSN  229-5047 

Mr.  Dennis  Dutton  ....  CIMMC,  SELIM-IEW  .  .  .  DSN  229-5794 

MSG  Richard  Lawrence  .  .  CIMMC,  SELIM-IEW  .  .  .  DSN  229-5794 

Mr.  Glenn  Taillie  ....  CIMMC,  SELIM-IEW  .  .  .  DSN  229-5794 

CPT  John  Loomis . CIMMC,  SELIM-IEW  .  .  .  DSN  229-5794 

Mr.  Pete  Hume . PEO-IEW  . DSN  229-5934 

Mr.  A1  Lindley . PM-SW  . DSN  229-6828 

Colonel  Robert  Whitney  .  FORSCOM  J2  .  DSN  367-5042 

Mr.  Dick  Serrentino  .  .  .  FORSCOM  J4-SM  ....  DSN  367-7284 

Mr.  Dwight  DeVoss  ....  FORSCOM  J2  .  DSN  367-6429 

Mr.  Tom  Carson . FORSCOM  J2 . DSN  797-3173 

Mr.  Roy  Bazemore  ....  INSCOM  .  703-706-2840 

Mr.  John  McMahon  ....  INSCOM,  MSA-V  ....  DSN  229-5840 

Mr.  Jim  Whynot . INSCOM,  MSA  . DSN  229-5841 

Mr.  Robert  Lovely  ....  TRADOC,  USAICS  ....  DSN  821-5579 

Mr.  Don  Wilson . OMMCS  (ATSK-CCI)  .  .  .  DSN  746-8816 

Colonel  J.  B.  Hemenway  .  HQDA,  ODCSINT  ....  DSN  223-6396 
Major  Tom  Maguire  ....  HQDA,  ODCSINT  ....  DSN  227-4714 
Mr.  Helmut  Schelenz  .  .  .  HQDA,  ODCSLOG  ....  DSN  225-3280 
Mr.  Bill  Shelton  ....  HQ,AMC,  AMCLG-SS  .  .  .  DSN  284-9311 

Mr.  William  Mabray  .  .  .  CECOM  . DSN  992-2343 

Mr.  David  Nicholas  .  .  .  BDM,  International  .  .  804-596-6843 
Mr.  Robert  Klebo  ....  BDM,  International  .  .  804-596-6843 
Mr.  Charles  Nusbaum  .  .  .  BDM,  International  .  .  804-596-6843 
Mr.  David  Condit  ....  BDM,  International  .  .  DSN  229-5794 

Mr.  James  Brown  .  ManTech  (DAMI-POS)  .  .  703-756-2345 

Mr.  Ray  Chamberlain  .  .  .  ManTech  (DAMI-PIM)  .  .  703-756-2345 
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STUDY  FINAL  PRODUCTS 


EXECUTIVE  SUMMARY  (10  PAGES  OR  LESS)  ‘BDM/IMMC> 
BRIEFING  CHARTS  <1MMC> 


VOLUME  I:  MAIN  REPORT  (APA  FORMAT)  <BDM> 

ABSTRACT 
BIBLIOGRAPHY 
•CITED  REFERENCES 
•ADDITIONAL  REFERENCES 

VOLUME  II:  KEY  MEMOs/MSGs  (HISTORY)  ‘BDM> 

TASKING 

FOLLOW-UP  MEMOs/MSGs 
STUDY  PDD 

CONCEPT  PAPER  (TBD) 

MACOM  POSITION  PAPERS  (TBD) 

VOLUME  III:  IPR  MINUTES  <BDM> 

TRIP  REPORTS 

SIGNIFICANT  MEMOS  <BDM/IMMC> 

•TAA  MEMO 

•ELECTRONICS  SPT  CONCEPT  (ORDNANCE  SCHOOL)  (TBD) 


VOLUME  IV-  SYSTEMS  SUSTAINMENT  <BDM/J&B> 

(CLASS)  map  of  system  DEPLOYMENT  &  MAINT  ORG  (WORLD-WIDE) 
FLOWS  BY  THEATER 
Flows  by  swa  (stewart  plan) 

SYSTEM  SPECIFIC  <BDM/J&B> 

*3  PHASES 

•CURRENT  FLOW  WITH  RESOURCE  SUMMARY 
••HORSEBLANKET  <IMMC> 


XSUM 
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19.  AERIAL  COMMON 
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Goal:  Manage  the  Materiel  Development  Process 
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SELIM-IEW 

ME.MORANDLrM  FOR  SEE  DISTRIBUTION 

SUBJECT:  lEW  Streamlining  Study:  Outline  of  Proposea  Future  Support. 


1 .  Reference: 

a.  Message  HQ  DA  SAC5-2B,  POI2  CCOZ  Nov  91,  Subject:  Intelligence  and  Electronic 
Warfare  (lEW)  Sustainment. 

b.  MACOM  rPR,  FORSCOM,  Ft.  .McPherson,  GA,  23-24  Jun  92. 

2.  As  discussed  at  the  conclusion  of  the  last  MACOM  IPR,  the  muidpie  “stovepipe* 
sustainment  mechanisms  are  largely  due  to  the  following: 

a.  PM’s  (AMC  and  non-AMQ  managing  sustainment  of  fielded  systems. 

b.  MACOMS  managing  support  for  “MACOM  unique  *  systems. 

3.  The  objective  of  this  study  is  to  integrate  and  streamline  these  "stovepipe"  suppon 
arrangements.  True  integradon  of  efforts  wiil  require  the  centralized  management  and  control 
of  ail  sustainment  for  deided  systems  (unit/PM/MACOM  owned  assets)  by  a  single  organizadon. 
Formal  transidon  ttom  dc'/eiopcr  to  readiness  would  not  be  a  factor.  The  current  proposal  for 
sustained  maintenance  (above  BN  level)  wouid  place  this  responsibility  with  AMC,  specincaily 
US  ACIMMC,  as  the  single  Army  Intelligence  and  Electronic  Warfare  (EW)  execadve  agent  for 
logisdcs. 

a.  Denoc  Forward  E-x-oandable  Repair.  The  general  concept  of  support  is  similar  to  the 
Strategic  Logisucs  Agency  (SL.\)  concept  for  integrated  Sustainment  Maintenance.  The  major 
difference  between  the  two  efforts  reside  in  the  management,  strucnire  and  composidon  being 
focused  on  the  Intelligence  funcdonai  area  as  opposed  to  muid-commodicy  orientation.  The 
following  desiiis  are  provided: 

1)  The  Director.  CIMMC.  would  serve  as  the  .^rmy  Integrated  Sustainment 
Maintenance  Manager  (ISMM)  for  integration  of  ail  PM.  MACOM  and  user  EEW  sustainment 
requirements. 

2)  Mairnsnans.?,- 

a)  An  e.'tpandabie  repair  acdvity  (XRA)  wouid  be  established  to  provide 
dedicated  centralized  Corps  regional  support  for  ail  tasKS  above  the  BN/BDE  organic  capability. 
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Classically  this  would  be  equated  to  GS  and  above  level  of  maintenance. 

b)  Tne  core  nucleus  of  the  XRA  would  include  a  competitive  omnibus 
contract  base,  DA  civilians  (depot,  msc,  etc.)  and  current/future  GS  maintenance  detachments. 

c)  Tne  XRA  omnibus  contractor  will  establish  contractual  repair  linkage 
with  OEM’s  as  necessary  to  expedite  OEM  depot  repair  acavides. 

d)  Where  necessary,  OEM  technicians  wouio  be  physically  integrated  into 
the  appropriate  XR\  for  dedicated  system  technical  suppon  with  supply  suppon  assistance  and 
ACOR  site  management  provided  by  the  core  element  of  the  XRA. 

e)  Each  corps  XRA.  would  be  responsible  for  centralized  management  of 
contract/depot  suppon  needs  at  the  unit  level  (BN/BDE). 


f)  The  primary  mission  of  ths  XRA.  omnibus  contract  staff  will  be  in 
support  of  technology  transfer  and  skill  sustainment.  While  this  contract  staff  will  be  an  integral 
element  of  the  day-to-day  repair  funedon,  the  thrust  will  be  to  create  an  environment  which 
reduces  dependency  on  an  OEM  tech  base  and  provides  continuous  on  the  job  skill  enhancement 
to  the  deployable  soldier  base. 

g)  The  XRA  will  have  a  tailorable  deployment  mission  in  support  of 
customer  operadonal  needs.  The  soldier  base  will  serve  as  the  primary  inidal  deployment  force 
with  follow-on  support  from  the  civilian  base  as  necessary. 

h)  Forward  level  maintenance  (XRA)  will  be  accomplished  under  a  cost 
to  repair  basis  with  reduced  surcharge.  Depot  levei  repair  (OEM  and  DESCOM  Depot)  will  be 
accomplished  within  the  .ASFDLR  guidelines/ framework  established. 

i)  The  .XRA  would  serve  as  forward  central  point  for  receipt  of  designated 
OEM  depot  levei  repairable  from  DISCOM  and  send  directly  back  to  OEM  as  directed  by 
Commodity  Command  Item  Manager.  An  example  would  be  in  support  of  Ground  Base 
Common  Sensor  (G3CS)  where  failed  module  would  be  diagnosed  at  organization  level, 
replaced  with  spare  maintained  with  system  ana  coded  for  depot  levei  repair.  Defecave  moduie 
would  be  tum^-in  with  requisiuon  to  DISCOM  SSA,  funded  requisition  would  be  passed  to 
Commoaity  Command  and  defecave  haraware  snipped  to  .XRA. 


3)  Suroiv 


s 

m 

c 


b.  OrganizncionaJ  Level. 

1)  Nfaincenancg/'Supplv.  Under  the  current  concept,  the  lEW  BN/BDE  level 
maintenance  capability  would  be  expanded,  on  a  system-by-system  basis,  to  include  soldiers 
skilled  to  accomplish  piece-part  (component)  diagnosdcs  and  repair.  Current  stockage  of  spares 
with  the  BN  would  be  revisited  for  movement  of  low  and  no  demand  spares  to  either  ASL  within 
the  DISCOM  SSA  or  stockage  within  the  XRA.  Defective  repaiiables  at  the  DISCOM  SSA 
resulting  from  BN  tum-in/issue  against  stocked  .ASL  would  be  work  ordered  for  repair  at  cost 
to  the  XRA  or  tumed-in  and  requisitioned  from  Commodity  Command  as  coded. 

2)  Logisrics/Training  Assistance.  The  CECOM  EEW  Logistics  Assistance 
Representative  (LARs)  will  continue  to  be  vital  linkage  between  the  MI  use  and  the  wholesale 
infrastructure.  Their  mission  in  suppon  of  maintaining  unit  readiness  and  preparedness  for 
war/condngency  operations  will  require  continued  expcrrise  of  the  ovKail  supply  and 
maintenance  relationships.  As  future  systems  become  more  diverse,  represent  variations  of 
complexity  and  commonality  (i.e.  lEWCS  in  to  Trackwolf)  the  LAR  will  be  required  to  provide 
a  bigger  technical  role  to  the  using  units.  As  such,  the  LAR  must  maintain  a  thorough 
comprehension  of  the  lEW  System  of  Systems,  receive  IRP  system  training  and  function  as  the 
primary  source  of  continuity  at  the  unit  level.  This  continuity  is  key  to  supporting  the  unit  level 
sustainment  and  enhancement  of  skills  for  the  entry  level  soldier  as  well  as  the  seasonal  soldier 
who  has  different  systems  in  previous  assignments. 

4.  Goals. 


a.  Short  term  (FY93). 

1)  Conduct  test  in  conjuncuon  with  Single  Stock  Fund  (SSF),  and  Integrated 
Sustainment  .Maintenance  (ISM)  test  at  Ft.  Hood.  Jan-Feb  1993.  This  would  test  the  integration 
of  the  CIMMC  Omnibus  contractor  and  the  I59th  MI  GS  DET  under  the  single  operadonai 
control  of  AMC  (CIMMC).  The  effecaveness  of  this  test  will  be  evaluated  from  nwo  distinct 
perspecdves  as  follows: 

a)  Stand  alone  from  3SF  and  ISM  by  the  Streamlining  Team  and  BN/BDE 

Cdr’s. 


b)  Compadbility  with  the  overall  SSF  and  ISM  test. 

2)  Realign  and  integrate  existing  PM/MACOM  contract  sustainment  processes 
into  the  existing  CIMMC  SRAs.  On  a  case  by  case  basis,  realignment  may  be  accomplished 
through  increasing  the  role  of  the  Omnibus  contractor.  In  other  cases  existing  PM/MACOM 
contract  arrangements  may  simply  be  modified  to  reflect  a  common  ACOR  undi  addidonai 
contract  arrangements  can  be  accompllsheo  as  appropriate.  .As  dictated  by  the  course  of  acdon 
taken.  CEL  posidons  and  funding  resources  would  be  realigned  to  continue  the  appropriate  level 
of  management. 


3)  Develop  planning  for  FY94  expansion  world- wide  pending  successfui  outcome 


or  Ft.  Hood  tesL 

b.  Long  term. 

1)  Transition  of  GS  lEW/COMSEC  Repair  Platoons  to  AMC  (Q!MMQ  and 
formalization  of  the  lEW/COMSEC  "XRA." 

2)  Total  integration  of  the  fielded  system  stistainment  mission  for  all 
PM/MACOM/USER  owned  assets  through  the  CIMMC  LEW  ISMM. 

5.  Please  provide  formal  response  of  concurrence/non-concurrence  with  comment.  Non- 
concurrences  require  complete  rationale  suitable  to  suppon  a  General  Officer  Review  and 
decision  process.  Ensure  responses  clearly  annotate  situations  where  single  management  will 
and  will  not  work  as  appropriate.  Comments  which  support  concurrence  are  strongly 
encouraged. 

6.  Your  formal  response  is  required  at  the  23-30  July  MACOM  working  EPR  at  USACIMMC, 
Vint  Hill  Farms  Station,  Warrenton,  VA. 

7.  Point  of  Contact  is  the  Study  Group  Chairman,  Mr.  Raioh  Riddle,  USACIMMC,  SELIM- 
lEW.  DSN  229-5047. 

8.  CECOM  Bottom  Line:  THE  SOLDIER. 


RALPH  D.  RIDDLE 
Chairman,  lEW  Streainlining 
Study  Group 


lEW  STREAMLINING  STUDY 
GROUP  OPTIONS 


MACOM  IPR-  30  July,  1992 


mW  STREAMLINING  STUDY 
GROUP  OPTION  1 


STATUS  QUO- 

It  was  determined  by  the  Study  Group  that  the  charter  of  the 
Streamlining  Study  dictated  a  change  to  a  structure  which  was 
more  effective,  efficient  and  responsive  to  the  lEW  maintenance 
requirements  while  maximizing  resources  than  that  which  exists  at 
present.  Option  one  was  deemed  unfeasible,  non-functional  and 
prohibitively  expensive. 
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lEW  STREAMLINING  STUDY 
GROUP  OPTION  2 


MACOM  FOCUSED 


GS-  Management  "Green  Suit" 

FRA-  AMC  Integrated  at  forward  base 
—  Move  NDI  under  one  roof 
—  Move  PM  under  one  management 


PROS 

-MACOM  controls  GS  repair 

-No  tactical  doctrine  change 
(complies  with  750-1) 

-Less  redundancy  among  support 
structure 

-Centralizes  resources  (ie; 
contractor) 

-Flexibility 

-Maintains  R  and  R  through 
contractors 

-Integration  of  military  and 
civilian  resources 

-Qualitative  cost  avoidance 

-Step  toward  seamless  logistics 


CONS 

-  GS  manpower  utilization 

(does  not  meet  DA  goal) 

-  Separate  command  relat¬ 

ionships  for  elements 

-  Potential  inconsistencies 

in  operations  between  MACOMs 

-  Not  in  line  with  long  range 

sustainment  planning/objs 


-  Increased  pass  back 

potential 

-  Emphasis  on  tactical  training 

versus  MOS  training 

-  Contractor  element  is  non- 

deployable 

-  Documentation  required  for  GS 

self  sustainment 


lEW  STREAMLINING  STUDY 
GROUP  OPTION  3 


XRA, 


AMC  integrated  at  forward  base 

-  Move  NDI  under  one  roof 

-  Eliminate  PM/separate  MACOM  sustainment 

-  Incorporate  GS  Platoon 


PROS  CONS 

-Better  capture  of  demands 
within  system 

-Single  command  and  control  of 
repair  resources 

-Better  visibility  for  priorit¬ 
ization 

-Standardize  operations  across 
MACOMS 

-Improve  MOS  training  focus  with 
reduced  external  distractors 

-Less  redundancy  among  MACOM 
support  structures 

-Streamlines  user  support  focus 

-Centralizes  resources  (ie; 
contractor) 

-Flexibility  for  materiel  development 
-  Acquisition  logistics  cost 
avoidance 

-Maintains  repair  and  return  for 
user  (regional  cost) 

-Enhanced  integration  of  military 
/civilian  resources. 

-Qualitative  cost  avoidance 

-Achieve  DA  goal  of  "seamless" 
logistics 

-Single  deploying  organization 


MACOM  does  not  own  sustainment 
maintenance 

Will  require  documentation 
(tactical)  change 

Negative  contractor  element 
deployment 

Priority  subject  (to  some 
degree)  to  funds  (will  req¬ 
uire  MACOM  input) 
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CiMMC  Memo,  21  Sep  92,  Sutfect:  lEW  StreamBning  Study  - 
MACOM IPR  Minutes,  1  Sept  92 


DEPARTMENT  OF  THE  ARMY 

as.  ARMY CECOMINTELDCENCCKUTEmCLMANAaCMOrr CENTER 
VINT  HILL  INARMS  STATION 
WARRENTON.  VIRGINIA 


22186-5077 


SELIM-IEW  (700) 


2  1  SEP  1C32 


MEMORANDUM  FOR  SEE  DISTRIBUTION 

SUBJECT:  lEW  Streamlining  Study  -  MACOM  IPR  Minutes,  1  Sept  92 


1.  Draft  minutes  and  enclosures  are  herein  provided  for  subject 
MACOM  IPR.  Recommended  changes  must  be  submitted  in  writing  NLT 
9  Oct  92.  "No  comment”  will  be  considered  concurrence  and 
minutes  will  be  finalized  accordingly. 

2.  POC  is  the  undersigned,  SELIM-IEW,  DSN:  229-5248/5254. 

3.  CECOM  Bottom  Line:  THE  SOLDIER. 

DENNIS  F.  DUTTON 
Project  Officer,  lEW 
Sustainment  Study 


Enel 

as 


DISTRIBUTION: 

Commander,  FORSCOM,  ATTN:  FCJ4-SM  (Mr.  Serrentino) 
Commander,  INSCOM,  ATTN;  lALOG-R  (Mr.  Demy) 

Commander,  USAICS,  ATTN:  ATSI-CDG  (Mr.  Lovely) 
Commander,  USASOC,  ATTN;  AOLO-P  (Mr.  Richardson) 
PEO-IEW,  ATTN:  SFAE-IEW-SE  (Mr.  Hume) 

Director,  CIMMC,  ATTN;  SELIM-IEW  (Mr.  Riddle) 

cf ; 

HQDA,  DCSLOG,  ATTN;  DALO-SMC  (Mr.  DemchaJc) 

HQDA,  DCSINT,  ATTN;  DAMI-PII-I  (MAJ  Maguire) 

HQDA,  DCSOPS,  ATTN:  DAMO-FDI  (MAJ  Andrew) 

HQ  Army  Materiel  Command,  ATTN;  AMCLG-SI  (Mr.  Shelton) 
Commander,  CECOM,  ATTN:  AMSEL-LC 

Commander,  CECOM,  ATTN:  AMSEL-LC-LM-EN  (Mr.  Mabray) 

Commander,  CECOM,  ATTN:  AMSEL-LC-SM-S2  (Mr.  Travisano) 

Director,  CIMMC,  ATTN:  SELIM-DIR 
Director,  CIMMC,  ATTN:  SELIM-T 


SELIM-IEW 


MEMORANDUM  FOR  RECORD 

SUBJECT:  lEW  Streamlining  -  Minutes  of  MACOM  IPR,  1  Sep  92 


1.  This  memorandum  furnishes  subject  minutes  for  information, 
documentation,  and  necessary  action. 

2.  The  agenda  and  a  copy  of  the  attendee  list  are  provided  as 
Enclosures  1  and  2,  respectively. 

3.  Minutes  herein  reflect  general  administrative  information, 
detailed  discussions,  and  current  taskings. 

4 .  General  Administrative  Information 

a.  The  IPR  was  conducted  at  CIMMC,  Vint  Hill  Farms 
Station,  VA,  from  0800  to  1700,  1  Sep  92. 

b.  This  IPR  was  conducted  primarily  in  briefing  or 
discussion  format  to  provide  the  study  group  principals  and  their 
Irepresentatives  with  an  update  on  the  progress  and  direction  of 
the  study. 


c.  Mr.  Dutton  provided  copies  of  the  draft  29-30  July  IPR 
minutes  and  the  final  23-24  June  IPR  minutes,  as  well  as, 
Intelligence  and  Electronic  Warfare  (lEW)  Streamlining  Project, 
Volume  I;  Sustainment  Analysis  Report  (which  supersedes  the 
Initial  Analysis  Report,  dated  July  17,  1992)  and  Volume  II: 
Directives  and  Related  Study  Documents,  both  dated  September  1, 
1992. 

d.  A  MACOM  Seniors  IPR  was  announced  for  13:30,  21  Sep  92, 
at  Vint  Hill  Farms  Station.  Mr.  Dutton  asked  for  input  from  the 
study  principals  as  to  whether  the  IPR  was  needed,  what  issues 
needed  to  be  addressed,  and  who  should  attend. 

e.  A  General  Officer  Review  was  announced  for  mid-October 
(week  of  12  Oct)  hosted  by  Mr.  Demchak  (HQDA,  DCSLOG) .  Mr. 

Dutton  solicited  attendance  information  from  the  study 
principals . 

5.  Detailed  Discussion 

a.  Technology  Assessment  Presentation.  Mr.  DelVecchio  of 
the  CECOM  Signals  Warfare  Directorate,  introduced  a  two-part 
presentation  of  "Technology  Perspective  Issues  of  Sustainability 
and  Supportability . "  Mr.  Roger  Campbell  presented  the  current 
technology  base  and  Mr.  Bob  Summer  addressed  future  technology. 
Current  sustainment  trends  and  future  projections  indicate 
increasing  electronics  reliability.  Furthermore,  built-in-tests 


SELIM- I EW 
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and  diagnostics  are  expanding  to  include  more  components  and 
becoming  more  accurate.  A  copy  of  the  presentation  slides  are 
provided  at  Enclosure  3 . 

b.  Final  Study  Report.  Volumes  I  and  II  of  the  Final 
Study  report  were  distributed  to  the  study  principals.  These 
documents  are  still  considered  to  be  in  draft  form.  Principals 
should  provide  any  comments  and  corrections  to  the  study  team  at 
CIMMC  as  soon  as  possible.  Mr.  Dutton  requested  that  previous 
versions  of  the  draft  report  be  destroyed. 

c.  SSF  and  ISM  Demonstration.  Mr.  Serrentino  reported 
that  the  start  of  SLA's  demonstration  of  the  Single  Stock  Fund 
and  Integrated  Sustainment  Maintenance  at  Ft.  Hood,  TX,  has 
slipped  to  1  April  93  and  1  July  93,  respectively.  The 
demonstration  will  include  all  equipment  at  Ft.  Hood. 

d.  Army  NSLS  Policy.  Mr.  Dutton  read  portions  of  the 
draft  Army  Non-Standard  Logistics  Systems  Policy  Letter,  which 
was  faxed  to  CIMMC  for  comment  by  SLA.  The  group  discussed  how 
the  policy  would  affect  lEW  sustainment.  A  copy  of  the  draft 
letter  is  provided  as  Enclosure  4. 

e.  XEW  Sustainment  Streamlining  Final  Report  Briefing. 

Mr.  Dutton  presented  the  current  version  of  the  final  study 
briefing  for  review  and  comments  by  the  IPR  attendees. 

Discussions  ensued,  with  corrections  noted  (where  appropriate) , 
for  later  revision  of  the  graphics. 

(1)  Mr.  Schelenz  asked  if  the  concept  had  been 
coordinated  with  SARDA.  Mr.  Dutton  said  he  had  not  talked  to 
SARDA  directly,  but  PEO-IEW  has  been  an  active  participant  in  the 
study . 


(2)  Mr.  Demy  commented  the  concept  paper  lacked  the 
rationale  for  selecting  the  proposed  solution.  In  reference  to 
brief  discussions  of  DS  level  issues,  he  also  recommended  a 
follow-on  effort  to  relook  maintenance  definitions  and  the 
application  of  maintenance  codes. 

(3)  Mr.  Dutton  asked  that  all  MACOMs  provide  a  position 
as  soon  as  possible,  but  nor  later  than  14  September.  Position 
papers  should  identify  "holes"  (omissions,  errors  or  weaknesses) 
in  the  briefing  package  and  concept  paper.  MACOMs  should  also 
identify  additional  coordination  and  staffing  requirements. 
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6.  TasJcings. 


Number 

Action 

Item 

POC 

Susoense 

12245-001 

Provide 

Seniors 

input  on  MACOM 

IPR 

MACOMs 

ASAP 

12245-002 

Provide 

General 

attendance  info  on 
Officer  Review 

MACOMs 

30  Sep  92 

12245-003 

Provide 

corrections  to 

MACOMs 

ASAP 

Volumes  I  and  II  of  Final 
Study  Report 


12245-004  Provide  position  paper  on  MACOMs  14  Sep  92 

concept  for  briefing 
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[Insert  SELIM-IBV  Memorandum  dated  20  AUG  1992, 
September  IPR  and  lEM  Sustainment  Plan ] 


Enclosure  1  to  lEW  Streamlining  Study 
IPR  Minutes,  1  September  1992 


SUBJECT: 


50' 


DEPARTMENT  OF  THE  ARMY 

U.S.  ARMY  CCCOMM4TCl.l.tGei«CeMATEmEl.MANAGEyeNT  CENTER 
VINT  HILL  FARMS  STATION 
WARRENTON.  VIRGIMA 


2  0  AUG  19S2 


MEMORANDUM  FOR  See  Distribution 

SUBJECT:  September  IPR  and  lEW  Sustainment  Concept  Plan 


1.  The  purpose  of  this  memorandum  is  to  provide  information  on 
the  next  IPR  and  the  formal  lEW  sustainment  Concept  Plan. 

2.  As  established  during  our  last  IPR,  the  next  MACOM  IPR  will  be 
held  1  sept  92,  0800  -  1600  hours  at  Vint  Hill  Farms  Station.  The 
agenda  for  this  IPR  follow: 

♦Welcome  and  Administrative  Information 
♦Technology  Assessment  Presentation 
♦Final  Study/Concept  Briefing 
♦Discussion  of  concept  Position  Papers 
♦Release  of  Study  Report  and  Related  Products 

3 .  The  draft  concept  plan  previously  released  and  discussed 
during  the  IPR  has  been  revised  and  is  provided  at  enclosure  l.  I 
apologize  for  the  late  release  as  we  have  reworked  this  document 
many  times  to  provide  you  with  a  proposed  final  document  drafted  at 
the  executive  level  of  detail. 

4.  Please  review  the  document  provided  and  provide  a  formal 
command/organization  concept  position  paper  at  the  Sept  IPR  for 
incorporation  into  the  package  prior  to  submittal  to  the  next 
level.  If  you  have  comments  to  the  plan  not  dir‘="’tly  bearing  on 
your  concept  position  please  provide  under  separate  cover. 

5.  Point  of  contact  is  the  undersigned  at  DSN  229-5047. 

6.  CECOM  Bottom  Line:  THE  SOLDIER 


End  RALPH  D.  RIDDLE 

Chairman,  lEW  Sustainment 
Study  Group 
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Commander,  USASOC,  ATTN;  AOLO-MA  (Mr.  Smith) 
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lEW  Sustainment  Concept  Plan 


REFERgygES 

A.  Letter,  CG  AMC  to  VCSA,  20  Aug  91,  Subject:  Improvement  of 
lEW  Sustainment. 

B.  Letter,  CG,  INSCOM  to  HQOA,  28  Oct  91,  Subject:  Logistics 
Study  for  lEW  Equipment  and  NDI. 

C.  Letter,  VCSA  to  Commander,  AMC,  01  Nov  91,  Subject:  Sysrem-by- 
System  Review  of  Battlefield  lEW  Sustainment. 

D.  Vice  Chief  of  Staff,  Army  Message  012000Z  Nov  91,  Subject: 
Intelligence  and  Electronic  Warfare  Battlefield  Sustainment  Study. 

E.  PEO**IEW,  Message  0612 OOZ  Apr  92,  Subject:  Preparation  for  the 
New  Family  of  lEW  Systems. 

F.  Commander,  AMC  Message  221831Z  Jul  92,  Subject:  Logistics 
Power  Projection. 


pypp<??E 

To  synopsize  the  activity  of  the  Intelligence  and  Electric 
Warfare  (lEW)  Streamlining  Study  since  its  inception,  highlighting 
significant  findings  and  ending  with  a  recommendation  for  future 
lEW  equipment  sustainment  Army  wide. 


QVERIQEW 

The  lEW  Streamlining  Study  was  chartered  by  the  Vice 
Chief  of  Staff  of  the  Army  to  analyze  the  current  lEW  support 
structure  and  make  recommendations  to  improve  the  sustainment  of 
Army  lEW  equipment.  A  key  implied  task  was  to  identify  the 
changes  in  doctrine  and  force  structure  needed  to  standardize 
sustainment  of  all  Army  lEW  systems  into  the  next  century. 


BACKGROUND 

In  November  1991,  the  Army  Vice  Chief  of  Staff  chartered  a 
study  group  under  the  direction  of  AMC  (Army  Materiel  Command)  to 
analyze  the  battlefield  sustainment  of  lEW  systems.  USACIMMC 
(United  States  Army  CECOM  Intelligence  Materiel  Management  Center) 
was  assigned  as  the  AMC  study  lead  with  HQ  AMC  oversight.  Study 
principals  were  senior  representatives  from  TRADOC,  INSCOM, 
FORSCOM,  SOCOM  (USASOC) ,  and  PEO-IEW.  The  Study  received  HQDA 
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oversight  from  ODCSOPS,  ODCSLOG,  and  CDCSINT.  A  synopsis  of  the 
study  charter  is  as  follows: 

Conduct  a  svstem-bv-svstem  review  of 
battlefield  JEW  for  all  echelons  of 
sustainment. 

Letter  VCSA  01  Nov  91 

The  objective  of  this  analysis  is  to 
determine  how  to  integrate  and  streamline 
battlefield  sustainment  of  lEW  operations 
on  a  dynamic  and  austere  airland  battlefield, 
with  particular  focus  on  support  to  kev, 
advanced  technology  NDI  prorotvoe  systems. 

VCSA  HQDA  Message  01  Nov  91 

Over  an  eight  aonth  period,  the  Study  examined  various 
aspects  of  lEW  equ  jment  sustainment  with  specific  focus  on  the 
contrast  between  current  lEW  and  Army  standard  doctrine.  The 
Study  placed  key  emphasis  on  the  analysis  of  current  and  emerging 
Army  logistics  policies  and  concepts.  It  also  looked  at 
acquisition  procedures,  technology,  training  drivers,  support 
needs  of  the  OSAR,  and  conducted  a  systems  level  analysis  of 
current  and  future  lEW  equipment. 

The  HQDA  General  Officer  IPR  on  28  April  92  confirmed  the 
Study's  charter  and  verified  that  its  direction  was  in  line  with 
the  initial  VCSA  charter. 

The  Study  verified  that  lEW  sustainment  has  evolved  into  a 
series  of  non- integrated  "stovepipe”  support  arrangements  in  both 
peacetime  and  on  the  battlefield.  This  has  resulted  from  a 
history  of  intense  commodity  management  through  Intelligence  and 
PM  (Project  Manager)  networks  as  opposed  to  logistics  channels. 
lEW  units  have  developed  heavy  reliance  on  contracts  set  up  in  a 
decentralized  fashion  by  the  MACOMS  and  PMs.  This  environment  has 
produced  confusing  lines  of  support  with  no  visibility  of 
sustainment  assets  above  the  MACOM  level _  The  resultant  impact 
has  been  fractional  ownership  of  Army  lEW  sustainment  policy  and 
the  use  of  non-standard  logistics  support  methods  by  lEW  units. 

The  Study  analyzed  logistics  policies  and  concepts  pertaining 
to  lEW  sustainment.  These  include  the  USAOC&S  (US  Army  Ordnance 
Center  and  School)  draft  vision  document,  and  AMC's  Logistics 
Power  Projection  letter  which  includes  the  evolving  logistics 
concepts  of  Integrated  Sustainment  Maintenance  (ISM) ,  Single  Stock 
Fund  (SSF) ,  and  Forward  Repair  Activity  (FRA) .  OSC  (Objective 
Supply  Capability) ,  an  automation  system  being  developed  by  the 
Combined  Arms  Support  Command  (CASCOM) ,  was  also  analyzed  with 
regard  to  lEW  sustainment. 


2 


The  Study  validated  "Stovepipe"  support  of  individual 
systems  to  be,  indeed,  a  major  hinderance  to  overall  management  of 
the  Army  lEW  sustainment  system.  PMs  and  separate  MACOMs  have 
established  unique  contract  maintenance  support  structures.  This 
type  of  non-standard,  decentralized  sustainment  became  extremely 
difficult  to  manage  when  MACOMs  deployed  to  an  overseas  theater  of 
operations  such  as  Operation  Desert  Storm  (ODS) . 

The  Study  determined  doctrinal  changes  necessary  to 
allow  the  Army  to  harness  the  rapidly  advancing  technology  of  this 
nation's  industrial  base.  The  Army  intelligence  community  will 
escalate  the  procurement  of  off-the-shelf  NDI  to  keep  up  with 
state-of-the-art  technology  and  new  threats  reflective  of  the 
changing  world  order.  The  Army's  ability  to  maintain  long  term 
system  design  stability  will  decrease  with  advancing  technology 
turnover  rates  and  the  increasing  complexity  of  technology  and 
component  packaging  techniques.  To  keep  abreast  of  these  evolving 
trends,  the  lEW  logistics  system  must  adjust  support  doctrine  to 
incorporate  effective  sustainment  methods.  Given  the  rate  of 
technology  turnover,  DOD  logisticians  will  not  be  able  to  support 
Green  Suit  repair  by  applying  traditional  policies  and 
requirements  to  system  documentation  and  cataloging.  Systems  will 
be  obsolete  by  the  time  traditional  sustainment  packages  are  in 
place.  Under  current  acquisition  focus,  the  Army  will  not  be  able 
train  soldier  technicians  and  publish  technical  manuals  fast 
enough  to  keep  up  with  the  rate  of  technology  turnover.  This 
drives  the  need  for  contract  and  DOD  civilian  maintenance  to  be 
incorporated  into  Army  EAC  sustainment  doctrine. 

Support  of  high-tech  lEW  systems  lends  itself  to  the 
two-tiered  maintenance  system  identified  by  the  USAOC&S  and  SLA  as 
the  battlefield  sustainment  system  of  the  future.  The  current 
four-tiered  system,  with  reliance  on  green-suit  maintenance  from 
unit  to  GS  level,  is  not  favorable  to  the  support  of  the  emerging 
generation  of  lEW  systems.  Under  the  two-tiered  concept,  lEW 
equipment  would  be  evacuated  from  the  "field"  level  of  repair 
directly  to  the  "sustainment  level"  which  would  be  an  EAC  repair 
activity  under  the  command  and  control  of  AMC.  MSTs  (Mobile* 
Support  Team)  from  the  EAC  repair  activity  could  also  be  sent 
forward  to  perform  "sustainment"  level  repairs  at  the  unit 
location.  This  would  improve  the  current  system,  where  corps  have 
their  own  GS  lEW  maintenance  activities,  through  centralized  lEW 
maintenance  management  at  the  EAC  level.  It  also  provides  an 
advantageous  environment  for  the  integration  of  skilled  civilian 
maintainers  (DOD  and  Contract)  with  soldier  technicians.  Such  an 
activity  would  differ  from  an  SRA  as  proscribed  in  AR  750-1  in 
that  it  would  be  a  permanent  activity  to  provide  blanket  support 
for  lEW  systems.  It  would  be  neither  subject  to  MACOM  requested 
SRA  requirements  nor  restricted  to  the  support  of  specific 
requested  stock  numbered  line  items. 
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The  lEW  Sustainr.ent:  Study  findings  favor  the  establishment  of 
intermediate  repair  activities  at  the  EAC  level  on  a  permanent 
basis.  These  activities,  under  the  command  and  control  of  AMC, 
will  meet  the  Army's  lEW  sustainment  needs  in  both  peacetime  and 
war.  This  structure  will  establish  a  centralized  focal  point  :::r 
the  integration  of  lEW  maintenance  through  the  combination  of 
Green  Suit,  DOD  civilian,  and  contract  maintenance  under  a  single 
management  framework.  This  type  of  repair  activity  will 
facilitate  the  streamlining  of  lEW  supply  and  maintenance  efforts. 


THE  lEW  SUSTAINMENT  CCNCEPT 

The  objective  concept  establishes  AMC,  USACIMMC  as  the  Army 
Executive  Agent  for  lEW  logistics  sustainment.  This  would 
designate  clear  single  point  responsibility  within  the  Army  for 
lEW  Logistics  Sustainment. 

All  sustainment  contracts  and  DA  civilians  will  be 
centralized  under  the  control  of  AMC.  This  includes  resources 
supporting  developmental,  NDI,  and  CLS  systems  independent  of  the 
level  of  acquisition  management.  In  addition,  centralized  support 
extends  to  systems  fielded  for  field  prototyping  analysis.  This 
effects  centralized  control,  at  each  echelon,  of  civilian 
resources  including  contractor  logistics  support  at  the  direct 
support  and  unit  levels. 

To  leverage  emerging  logistics  processes  and  provide  for 
increased  asset  visibility  and  redistribution  (OSC/TAV) ,  all  ASL 
spares  will  be  accountable  by  the  supporting  SSA.  Due  to  the  low 
density  and  sporadic  demand  of  these  high  value  assets,  lEW  spares 
will  require  designation  for  mandatory  stockage  on  the  ASL.  ASL 
spares  with  high  failure  rates  will  be  maintained  at  a  forward 
storage  location  at  the  MI  battalion.  SSA  accountability  will 
provide  asset  visibility,  capture  demand  data  and  budget 
information,  and  will  insure  that  all  transactions  occur  within 
the  stock  fund  process. 

Regional  support  would  be  provided  for  lEW  equipment 
distributed  throughout  the  Corps  area.  The  MI  GS  maintenance 
detachments,  currently  assigned  to  EAC,  would  be  fully  integrated 
with  the  existing  contractor  support  base  collocated  with  each 
detachment  under  the  single  command  and  control  of  AMC.  This 
structure  would  be  expanded  to  incorporate  the  aforementioned 
consolidation  of  civilian  support  eJements  to  provide  regional 
support  with  a  Corps  focus.  The  regional  facility  would  provide 
side-by-side  soldier  and  contractor  support  for  lEW  systems. 

Units  with  support  requirements  beyond  the  ability  of  the  regional 
facilities  would  be  provided  dedicated  support  for  their  units. 

Dedicated  civilian  based  support  as  necessary,  would  be 
provided  to  lEW  aviation  units,  MI  brigades,  unique  equipment 


4 


within  the  Corps/Theater  staff,  and  unit  level  equipment  under 
contractor  logistics  support  (CLS) .  The  support  would  remain 
under  single  AMC  command  and  control  with  adherence  to  the 
standard  support  system  as  near  as  possible.  This  would  include 
the  use  of  standard  automation,  supply  support  documentation,  and 
stock  funding  requirements. 

Both  the  regional  and  dedicated  support  would  rely  on  an 
expanded  distribution  system  fine  tuned  for  support  to  low  density 
systems.  Heavy  reliance  on  state  of  the  art  transportation 
tracking  and  control  technologies  will  be  incorporated  to  provide 
heightened  visibility  for  low  density,  high  dollar  value  spares. 

This  concept  follows  closely  with  evolving  doctrine  in  both 
SLA  and  CASCOM  under  the  Integrated  Sustainment  Maintenance  (ISM) 
concept.  Under  ISM,  sustainment  managers  will  be  established  at 
installation,  regional,  and  national  levels.  Given  this 
infrastructure,  the  AMC  support  cells  providing  dedicated  unit 
level  support  would  be  responsive  to  the  installation  sustainment 
manager.  The  integrated  regional  EAC  support  cell  would  be 
responsive  to  the  host  installation  sustainment  manager  for 
installation  unit  requirements  and  the  regional  sustainment 
manager  for  area  based  support  requirements.  At  the  national 
level,  the  Executive  Agent  for  lEW  Logistics  Sustainment  would  be 
directly  responsive  to  the  national  level  sustainment  manager  for 
routine  and  contingency  support  requirements. 

Under  contingency  operations,  deployed  sustainment 
maintenance  will  be  provided  by  a  task  organized  portion  of 
national  and  regional  cells  integrated  into  the  Logistics  Support 
Group  structure. 


METHODOLOGY 

The  lEW  Sustainment  Study  Group  continues  their  efforts  to 
refine  the  overall  streamlining  concept:.  To  insure  full 
documentation  and  implementation  of  the  coordinated  and  approved 
concept,  USACIMMC  will  continue  to  lead  the  lEW  Sustainment 
effort.  The  study  team  will  integrate  the  approved  concept  into 
the  overall  Army  logisrics  strategy  by  providing  documentation  and 
recommendations  to  Army  activities  for  input  to  doctrinal 
regulations  and  field  manuals.  The  team  will  ensure  alignment  of 
the  concept  with  developing  logistics  doctrine  from  SLA,  CAC, 
CASCOM,  and  the  Ordnance  Center. 

Sustainment  for  current  systems  is  funded  through  many 
different  avenues,  including  PMs,  user  MACOMs,  and  AMC.  During 
the  implementation  phase,  intensive  efforts  will  focus  on  the 
funding  issues  inherent  in  the  current  "stovepipe”  structure  to 
establish  clear  funding  responsibilities  and  establishment  of 
budget  requirements. 
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RESPONSIBILITIES 


In  continuance  with  current  direction,  HQ  ODCSLOG  will 
continue  to  provide  oversight  of  the  lEW  Streamlining  effort.  The 
USACIMMC  will  continue  leading  the  study  group  in  its  effort  to 
implement  future  sustainment  for  the  lEW  battlefield.  The  study 
group,  as  appropriate,  will  continue  to  include  representatives 
from  TRADOC,  INSCOM,  FORSCOM,  SOCOM,  and  PEO-IEW.  Participants 
will  be  responsible  for  staffing  and  approval  of  the 
implementation  actions  within  their  MACOM.  Coordination, 
cooperation,  and  the  needs  of  the  Army  are  key  to  the  rapid  and 
successful  implementation  of  the  study  group  recommendations.  The 
intent  is  to  establish  a  streamlined,  responsive,  integrated 
support  structure  for  key,  advanced  technology  lEW  systems  as 
rapidly  as  possible,  but  in  synchronization  with  other  ongoing 
logistics  efforts.  Decisions  relating  to  concepts,  taskings, 
priority  shifts,  and  problem  resolution  will  be  addressed  through 
existing  command  channels. 


TASKS  AND  GUIDANCE 

The  lEW  Streamlining  Study  Team  will  take  action  to  achieve 
the  tasks  indicated  below.  Inherent  and  impacting  actions  will  be 
identified  which  must  be  achieved  to  complete  the  implementation 
of  the  approved  Study  Group  concept.  The  Study  members  will 
identify  inherent  actions  by  their  MACOM  for  concurrent 
implementation  and  action. 

1.  Create  a  financial  control  work  group  to  establish  a  special 
MDEP  to  capture  all  concept  related  resource  requirements,  and 
tracking  of  execution  for  compilation  of  detailed  cost  analysis. 
The  group  will  manage  realignment  of  budgeted  resources  and 
establishment  of  lEW  systems  as  part  of  the  HQ  DA  Training 
Resource  Model  (TRM)  for  MACOM  funding  allocarions. 

2.  Develop  a  comprehensive  concept  implementation  plan  to  include 
test  demonstration  procedures  with  evaluation  criteria. 

3 .  Delineate  all  lEW  sustainment  contract  and  civilian  support 
mechanisms  and  establish  a  time  phased  plan  for  transition  within 
AMC. 


4 .  Document  the  integrated  AMC  lEW  repair  activity  to  delineate 
core  civilian  and  military  personnel  and  equipment  requirements. 

5.  Develop  a  training  plan  at  the  institutional  level  that 
accommodates  technology  driven  training  requirements. 

6.  Conduct  detailed  analysis  of  all  lEW  non-standard  systems  for 
inclusion  into  the  Army  stock  fund  process  or  exemption  request  as 
outlined  by  the  Strategic  Logistic  Agency. 
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TIMELINE/MILESTONES 


A  detailed  action  plan  and  implementation  plan  will  be 
developed  upon  approval  of  the  concept;  in  broad  terms,  the 
following  events  are  delineated.  A  time  phased  transition  plan  to 
integrate  all  civilian  support  requirements  under  the  single 
control  of  AMC  will  be  established  by  end  of  2nd  QTR  FY  93.  The 
integration  of  military  and  civilian  resources  under  single 
command  and  control  and  dedicated  civilian  augmentation  to 
specific  unit  requirements  will  both  be  tested  prior  to  full  scale 
implementation.  Regional  support  tests  will  be  accomplished  at 
both  Ft.  Hood  during  the  SLA  ISM  test  and  in  Korea.  AMC 
augmentation  at  unit  level  will  be  tested  at  the  204th  MI, 

Augsburg  Germany,  and  201st  MI,  Vint  Hill  Farms  Station,  in 
support  of  one  of  a  kind  systems.  Once  concept  approval  is 
obtained  the  implementation  of  a  six  month  test  should  begin 
during  the  2nd  QTR  FY  93  timeframe.  The  six  month  interval  will 
allow  for  data  collection  and  analysis  over  the  test  period  and 
finalization  of  results  and  conclusions  during  4th  QTR  FY  93. 
Approval  for  full  implementation  across  the  total  Army  of  the 
concept  could  then  be  made  in  September  1993. 


The  total  integration  of  lEW  sustainment  under  AMC  will 
provide  the  Army  with  a  clear  single  point  sustainment  ownership 
for  responsive  support  to  the  combat  commander.  This  concept 
retains  an  environment  for  intensive  management  of  low  density, 
high  dollar,  highly  complex  assets  with  integration  of  lEW 
sustainment  into  the  emerging  mainstream  Army  logistics  support 
methodology. 
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DALO-ZA 


MEMORANDUM  FOR  SEE  DISTRIBUTION 

SUBJECT:  Army  Non-Standard  Logistics  Systems  (NSLS)  Policy 


1.  This  memoranduin  states  Army  policy  implementing  DMRD  904, 
Stock  Funding  of  Depot-Level  ReparaOles  (SFDLR) ,  for  Non-Standard 
Logistics  Systems  (NSLS) . 

2.  DEFINITION.  NSLS  are  defined  as  systems  in  which  reparable 
components  are  not  requisitioned,  issued  or  turned-in  through  the 
standard  supply  systems;  or  systems  in  which  reparable  components 
are  maintained  through  Contractor  Logistics  Support  (CLS)  repair- 
and-retum  (or  repair-and-replace)  programs  that  do  not  furnish 
documentation  on  issues/turn-ins  to  the  NICP. 

3.  BACKGSOOND.  This  policy  focuses  on  funding  logistics  support 
for  current  systems.  While  interim  solutions  must  work  within 
the  context  of  systems  currently  fielded,  policy  must  shape  the 
materiel  development  process  for  future  systems. 

4.  SFOLB  STANDARD  LOGISTICS  SYSTEM  POLICY.  Army  policy  is  that 
the  user  pays  for  repairs  to  fielded  systems.  The  policy  applies 
to  all  national  contracts,  whether  PM-managed  or  NlCP-managed . 
Whenever  possible.  Army  systems  thac  require  contractor  logistics 
support  (CLS)  will  mirror  the  issue/ turn-in  docximentation  of  the 
standard  supply  systems.  For  CLS  repair-and-return  programs  for 
DLRs,  Army  policy  is  to  charge  the  user  a  standard  repair  price. 
(For  MACOM-managed  CLS  programs,  rhese  procedures  are  optional.) 

5.  STANDARD  REPAIR  PRICE  (REPAIR-AND-RETURN) .  For  repair-and- 
return  programs,  the  standard  repair  price  will  consist  of  the 
average  repair  cost  for  an  NSN  or  family  of  NSNs,  and  a  surcharge 
(contract-related  logistics  operations,  transportation,  price 
stabilization  rate,  and  washout  rate) .  The  surcharge  for  the 
standard  repair  price  will  not  include  all  standard  surcharge 
elements.  The  catalog  price  for  such  items  will  be  the  repair 
price.  Systems  will  code  purchases  wirhout  returns  (instead  of 
the  typical  repair-and-return)  and  bill  the  NSN's  standard  price. 

6.  FUNDING  MfiLS—INTERIM  PROCEDURE.  Training  Resource  Model 
(TRM)  estimates  user  funding  requirements,  from  demand  data  for 
cost-drivers  on  key  systems.  HQDA  can  input  data  on  NSLS  as  a 
separate  line  item,  but  requires  defensible  cost  information. 

Data  at  Enel  1  (for  cost-driver  nsns  only)  is  required  to  support 
input  to  TRM  for  MACOM  funding.  Interim  procedure  will  be  used’ 
in  FY93,  with  funding  adjustments  as  MACOMs  develop  defensible 
costs.  Such  input  to  TRM  will  be  used  in  the  FY94  budget  cycle. 


SYSTEMS  CHAKGES. 


7  . 


a.  SysCems  changes  oust  include  a  capability  to  distinguish 
between  standard  DLR  issues  and  returns  (with  standard  price  or 
credit  data  to  financial  systems),  and  DLR  issues  and  returns 
incident  to  repair-and-return  (where  standard  repair  cost  will  be 
billed),  i.e.,  to  charge  more  than  one  price  for  the  same  NSN. 
Wholesale  system  must  also  include  both  prices  in  the  AMDF. 

b.  CASCOM  will  determine  required  systems  changes  to  retail 

supply  systems.  AMC  will  develop  and  implement  systems  changes 
to  wholesale  supply  and  financial  systems.  DFAS-IN  will  develop 
and  implement  systems  c.hanges  to  financial  systems.  Each  will 
provide  assessment  of  systems  change  impact  and  implementation 
plans  to  Cdr,  LEA,  NLT  _  Nov  92. 

c.  Some  changes  may  be  impractical  before  implements ting  the 
Single  Stock  Fund  (SSF) ,  currently  projected  for  FY95.  Cdr,  LEA 
will  review  plans  for  retail,  wholesale,  and  financial  systems 
changes,  and  determine  the  feasibility  of  making  these  changes 
before  SSF  implementation. 

8.  EXCEPTIONS  TO  POLICY.  Bringing  some  items  or  systems  into 
the  standard  supply  system  may  not  be  feasible  or  cost-effective. 

a.  Request  for  Exemption.  In  such  cases,  MACOMs  or  system 
users  may  request  exemption  to  the  SFDLR  Standard  System  Policy 
providing  data  shown  at  Enel  1.  This  data  is  needed  to  support 
both  an  exemption  to  policy,  and  interim  MACOM  funding  for 
systems  not  yet  standardized. 

b.  Review  Process.  Requests  for  exemption  to  this  standard 
system  policy  will  be  sent  to  HQDA,  ATTN;  DALO-SMP.  A  working 
group — comprising  the  system  PM,  M.ACCM  of  primary  interest  (for 
single-user  systems) ,  SARDA,  ODCSOPS,  and  ODCSLOG — will  conduct 
initial  review  and  write  recommendations  for  final  approval  at 
general  officer  level  by  SARDA,  OCSOPS,  and  DCSLOG,  with  DISC4 
(for  electronic  equipment) . 

c.  An  alternative  to  stock-funding  of  repair  costs  and 
charging  the  user  is  a  national  (NlCP-managed)  contract  in  which 
the  user  issues  job  orders  against  the  contract,  directly  citing 
the  user's  funds.  This  alternative  should  be  considered  in  the 
review  process,  especially  for  icw-density,  low- turnover  systems. 

9.  EFFECTIVE  DATE.  This  policy  is  effective  1  October  1992. 


LEON  E.  SALOMON 
Lieutenant  General,  GS 
Deputy  Chief  of  Staff 
for  Logistics 
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CIMMC  Memo,  Undated,  Subgect:  lEW  StfeamDnmg  -  Minutes  of 
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SELIN-IEW 


MEMORANDUM  FOR  RECORD 

SUBJECT:  lEW  Streamlining  -  Minutes  of  MACOM  Seniors  Prebrief 

(21  Sep  92) 


1.  This  memorandum  furnishes  subject  minutes  for  information, 
documentation,  and  necessary  action. 

2.  A  copy  of  the  attendee  list  is  at  Enclosure  1. 

3.  Minutes  herein  reflect  general  administrative  information, 
detailed  discussions,  and  current  taskings. 

4.  General  Administrative  Information 

a.  The  MACOM  Seniors  Prebrief  was  conducted  at  CIMMC,  Vint 
Hill  Farms  Station,  VA,  from  1330  to  1730,  21  Sep  92. 

b.  This  prebrief  was  conducted  to  provide  senior  command 
and  staff  personnel  of  the  participating  organizations  the 
following: 

(1)  an  opportunity  to  hear  and  discuss  the  cvurrent  version 
of  the  final  study  briefing 

(2)  an  opportxinity  to  discuss  MACOM  position  papers  and 
resolve  outstanding  issues 

c.  Mr.  Dutton  provided  copies  of  the  draft  1  Sep  IPR 
minutes . 

d.  A  DA  action  officer  level  IPR  was  announced  for  23  Sep. 
Study  team  personnel  from  CIMMC  and  BDM  will  attend. 

e.  After  administrative  announcements,  attendees  provided 
self-introductions . 

5.  Detailed  Discussion 

a.  Training  Resource  Modal  (TRM) .  The  TRH  does  not 
contain  information  on  a  sufficient  number  of  lEW  systems  to  be 
useful  in  calculating  the  training  resources  needed  for  MI  units. 
The  common  practice  within  MI  units  of  bypassing  the  standard 
supply  system  has  resulted  in  the  absence  of  demand  data  with 
which  to  calculate  resource  requirements.  CIMMC  will  work  with 
the  appropriate  HQDA  office  in  improving  the  data  in  the  TRM. 

b.  lEW  Sustainment  Streamlining  Final  Report  Briefing. 

Mr.  Dutton  presented  the  current  version  of  the  final  study 
briefing  for  review  and  comments  by  the  attendees.  Copies  of  the 
briefing  graphics  are  provided  at  Enclosure  2. 


SELIM-IEW 
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c.  TRAOOC  Position.  TRAOOC's  representatives  indicated 
their  comments  were  developed  prior  to  a  full  review  of  the 
Sustainment  Analysis  Report,  dated  1  Sep  92.  COL  Pheneger  stated 
that  TRADOC  supported  the  consolidation  of  contractors  and 
improvements  in  the  management  of  lEW  spares;  the  TRAOOC 
nonconcurrence  with  the  initial  study  group  concept  document  was 
based  on  the  following  points: 

(1)  The  study  must  indicate  that  MI  units  need  more 
"fix  forward"  capability;  the  Maintenance  Allocation  Charts  (MAC) 
should  be  evaluated  for  movement  of  repair  tasks  to  lower  levels. 
(Attendees  agreed  in  principle  with  the  caveat  that  repairs 
should  be  performed  as  far  forward  as  is  practical  or  cost 
effective.  MACS  for  new  systems  should  be  reviewed,  but  it  would 
probably  not  prove  cost  effective  to  conduct  a  thorough  analysis 
of  existing  MACS . ) 

(2)  The  concept  should  cover  the  role  of  direct 
support  (DS)  to  include  the  handoff  or  interface  between  OS  and 
the  "X"RA.  (The  consensus  of  the  attendees  was  that  the  MI  unit 
should  be  authorized  to  repair  as  much  as  was  practical  and  not 
be  limited  by  traditional  definitions  of  maintenance  levels.) 

(3)  A  rigorous  cost  benefit  analysis  should  be 
conducted  before  final  approval  of  the  recommendations. 

(4)  The  concept  needs  to  address  support  of  a  CONUS- 
based  deployable  force  during  peacetime  as  well  as  wartime. 

(5)  The  concept  must  explain  the  two-tiered 
maintenance  structure  in  more  detail  and  differentiate  between 
sustainment  maintenance  (echelons  above  DS)  and  MI  unit 
maintenance  (organizational  and  DS  levels) . 

(6)  In  order  to  maintain  an  adequate  early  deployment 
capability,  the  concept  must  not  lead  to  a  reduction  of  the  level 
of  soldier  maintenance  (i.e.,  the  numbers  of  soldiers  performing 
lEW  maintenance  relative  to  the  overall  F-ize  of  the  Army) .  The 
concept  should  support  improvements  in  the  level  of  soldier 
repair  skills. 

d.  IMSCOM  Position.  INSCOM  feels  that  all  lEW  item 
management  should  be  consolidated  at  CIMMC  and  opposes  anything 
that  will  reduce  the  materiel  readiness  of  INSCOM  assets.  In 
addition,  INSCOM  feels  the  study  must  adequately  address  the 
following: 
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(1)  What  will  be  the  cost  of  implementation? 

Regarding  stock  Funding  of  Depot  Level  Reparables  (SFDLR) , 
customers  should  be  billed  a  repair  cost  (with  an  administrative 
overhead  figure)  when  they  have  t\irned  in  a  reparable  item. 

(2)  The  concept  should  explicitly  state  that  it  only 
applies  to  tactical  MI  systems  (P2-funded  programs) ;  however,  the 
MACOMs  should  have  the  option  to  use  the  standard  support 
structure  where  feasible. 

(3)  Since  the  concept  currently  recommends  that  DA 
DCSLOG  should  approve  any  exceptions  to  the  approved  structure, 
INSCOM  would  like  to  know  the  process  by  which  DCSLOG  will  handle 
requests  for  exception. 

c.  PEO-ZEW.  PEO-IEW  concurs  and  adds  the  following 
comments : 


(1)  The  study  should  recommend  formation  of  budget  or 
funding  working  groups  to  determine  how  best  to  provide  resources 
for  the  new  sustainment  system. 

(2)  The  study  group  should  coordinate  with  the  CECOM 
Software  Engineering  (CSE)  Directorate  and  incorporate  software 
support  in  the  sustainment  concept. 

(3)  All  materiel  acquisition  activities  should  be 
provided  the  same  flexibility  regarding  acquisition,  fielding, 
and  sustainment  regulations. 

d.  USSOCOM.  As  represented  by  USASOC,  SOCOM  feels  that 
SOF-peculiar  (MFP  11)  items  should  be  outside  the  scope  of  the 
Streamlining  Study;  however,  SOCOM  would  like  to  be  able  to 
obtain  sustainment  through  standard  channels  when  advantageous  or 
cost  effective.  In  other  words, — 

(1)  USASOC  supports  the  recommended  lEW  sustainment 
concept  for  type  classified  lEW  systems. 

(2)  USASOC  will  select  support  for  SOF-peculiar  items 
based  upon  most  cost-effective  and  most  responsive  criteria. 

e.  FORSCOM.  FORSCOM  concurs  pending  the  outcome  of 
proof -of -principle  demonstrations . 
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(21  Sep  92) 


f .  General  Comments 

(1)  The  MACOMs  want  to  be  actively  involved  in  the 
proof -of'principle  demonstrations. 

(2)  The  new  sustainment  system  must  provide  flexible 
support,  especially  as  open  architecture  systems  change  rapidly. 

(3)  Key  to  the  credibility  of  the  study  is  the  unity 
of  MACOM  participants  in  supporting  the  overall  recommendations. 

6 .  Current  Tasklngs 


Number 

Action  Item 

POC 

Suspense 

12245-002 

Provide  attendance  info  on 
General  Officer  Review 

MACOMs 

30  Sep  92 

12245-003 

Provide  corrections  to 
Volumes  I  and  II  of  Final 
Study  Report 

MACOMs 

ASAP 
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Mr. 

Larry  D.  Scheuble  . 
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CIMMC,  SELIM-IEW 
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• 
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229-5047 

Mr. 

Dennis  Dutton  .  .  . 

• 

CIMMC,  SELIM-IEW 

• 

• 

9 

DSN 

229-5248 

Mr. 

Glenn  Taillie  .  .  . 

• 

CIMMC,  SELIM-IEW 

• 

• 

• 

DSN 

229-6122 

CPT 

John  Loomis  .... 

• 

CIMMC,  SELIM-IEW 

• 

• 

• 

DSN 

229-5253 

Mr. 

Rex  Monroe  .... 

• 

CIMMC,  TSD  .  .  . 

• 

• 

• 

DSN 

229-5082 

Mr. 

Bela  Csendes  .  .  . 

• 

CIMMC,  GSD  .  .  . 

• 

• 

• 

DSN 

229-6457 

Mr. 

Leon  Davis  .... 

• 

CIMMC  . 

• 

• 

• 

DSN 

229-6280 

Mr. 

Heurry  Wiggins  .  .  . 

• 

PEO-IEW  .... 

• 

• 

• 

DSN 

229-5179 

Mr. 

Pete  Hume  . 

• 

PEO-IEW  .... 

• 

• 

• 

DSN 

229-5934 

Mr. 

A1  Lindley  .... 

« 

PM-SW  . 

• 

• 

• 

DSN 

229-6828 

Mr. 

Richard  Serrentino 

• 

FORSCOM,  J4-SM  . 

• 

• 

• 

DSN 

367-7284 

Ms. 

Karen  Owens  .... 

• 

FORSCOM,  J2  .  . 

• 

• 

• 

DSN 

367-6543 

Mr. 

Ron  Altman  .... 

« 

INSCOM  . 

• 

• 

• 

DSN 

229-1632 

Mr. 

Robert  Demy  .... 

• 

INSCOM  . 

• 

• 

• 

DSN 

229-1746 

COL 

Michael  Pheneger 

• 

TRADOC,  USAISD  . 

• 

• 

• 

DSN 

256-2806 

Mr. 

Robert  St.  James 

• 

TRADOC,  USAISD  . 

• 

• 

9 

DSN 

256-2508 

Mr. 

Robert  Lovely  .  .  . 

« 

TRADOC,  USAIC&FH 

• 

• 

9 

DSN 

821-5579 

Mr. 

Patrick  J.  Monahan 

« 

USASOC,  DCSLOG  . 

• 

• 

9 

DSN 

239-4662 

Mr. 

Elmer  Smith  .... 

« 

USASOC,  DCSLOG  . 

• 

• 

9 

DSN 

239-3411 

MAJ 

Greg  Schumacher  .  . 

• 

USASOC,  DCSINT  . 

» 

9 

9 

DSN 

239-3446 

Mr. 

Bill  Shelton  .  .  . 

• 

HQ  AMC,  AMCLG-SA 

• 

9 

9 

DSN 

284-9311 

Mr. 

David  Nicholas  .  . 

• 

BDM  International 

9 

9 

804- 

-596-6843 

Mr. 

Robert  Klebo  .  .  . 

• 

BOM  International 

9 

9 

804-596-6843 

Mr. 

Walt  Mokey  .... 

• 

BOM  International 

* 

9 

804- 

596-6843 

Mr. 

David  Condit  .  .  . 

• 

BDM  International 

• 

9 

DSN 

229-5262 
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OUTLINE 


•  PURPOSE 

•  TASKING  REVIEW 

•  DISCUSSION  OF  FINDINGS 

•  OPTIONS  CONSIDERED 

•  RECOMIWENDATION/POSITIONS 


•  SUMMARY 
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OUTLINE 


•  PURPOSE 

•  TASKING  REVIEW 

•  DISCUSSION  OF  FINDINGS 

•  OPTIONS  CONSIDERED 

•  RECOMMENDATION/POSmONS 

•  SUMMARY 


PURPOSE  OF  BRIEF 


TO  PRE-BRIEF  THE  STUDY  RESULTS  WITH  RECOMMENDED 
CONCEPT  AND  COMMAND  POSITIONS  PRIOR  TO  A  HQDA 
GENERAL  OFFICER  LEVEL  PRESENTATION. 


STUDY  DRIVERS 


LEFT 

SLIDE 


OPERATION  DESERT  SHIELD  AND  DESERT  STORM  SUSTAINMENT 
•UTILIZATION  OF: 

••NON-DEVELOPMENTAL  SYSTEMS 
••TRAINING  AND  EXPERIMENTAL  SYSTEMS 
••STANDARD  ARMY  SYSTEMS 

•SUPPORT  EXECUTED  BY  MULTIPLE  ARMY  ORGANIZATIONS 

REDUCTION  OF  DUPLICATIVE  EFFORTS  ASSOCIATED  WITH: 

•MULTIPLE  SUPPORT  CONTRACTS 

•CONTRACTOR  AND  GOVT  MANAGEMENT  OVERHEAD 

•FACILITIES  (ON-SITE  AND  OFF-SITE) 

INSTITUTIONALIZE  RESPONSIVE  DOCTRINE 

GENERALS  TUTTLE  AND  SCANLON 
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PROBLEM  STATEMENT 
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”  ...  APPROVED  AN  IN-DEPTH  ANALYSIS  OF  lEW  BATTLEFIELD 

SUSTAINMENT  WITH  SPECIFIC  FOCUS  ON  THE 

THAT  DEVELOPED  IN  SUPPORT  OF  DSS." 

VCSA  HQDA  MESSAGE  DTG  012000Z  NOV  91 


"  ...  CONDUCT  A 
FOR  ALL  ECHELONS  OF  SUSTAINMENT. 


REVIEW  OF  BATTLEFIELD  lEW 

LETTER  VCSA  01  NOV  1991 


STUDY  PARTICIPATION 
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INITIAL 


OOCSOPS  •  OVERSIGHT  LEAD 

OOCSIOG 

OOCStNT 


HQAMC  -  OVERSIGHT 
CtMMC  •  STUDY  LEAD 

m 


fCJ2  ■  LEAD 
ECJ4 


iNTEl  CTR  4  SCH 


OOCSLOG 
V. 


iji^ewEgeig^ 


J2 


CURRENT 


OOCSOPS 

OOCSLOG  -  OVEII9GHT  LEAD 
QDCSWT 

HQAMC  •  OVERSiGMr 
CIMMC  >  STUDY  lEAO 


FCJ2 

ECJ4  . LEAD 


INTEL  CTR  4  SCH  LEAD 

CASCOM 

OMMC  4  SCH 

ISO 


r’tfYTirWwitfyMMiitfMMM 

ODCSLOG 


lOdSTICS 
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RECOMMENDATIONS 


PROBLEM 

STATEMENT 


*  Establish  Single  Point  Sustainment  Ownership 
■Consolidate  All  Contract  Support  Under  AMC  Control 
■Recognize  Non-Regulatory  ResPictive  Civilian  QSvMtssion 
■FuUy  Integrate  GS  Soldier/Civilian  Resources 
'DA  OCSLOG  Approve  Exceptions 
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INTELLIGENCE  SUSTAINMENT  STRUCTURE 
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EQUIPMENT  STUDY  SET 

_ SELECTION  CRITERIA _ 


A  SAMPLE  OF  CURRENT  AND  FUTURE  lEW  SYSTEMS 
WHICH  REPRESENTS: 

-  EAC  AND  ECB  SYSTEMS 

-  DEVELOPMENTAL/NON-DEVELOPMENTAL  SYSTEMS 

-  ARMY  STANDARD/NON-STANDARD 

-  PEO/MACOM  ACQUIRED  SYSTEMS 

-  LOW  DENSITY  (VOLUME) 


TRAILBLAZER  SUPPORT 

(AN/TSQ-138) 
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PRE-OPS 


OPS 


CURRENT 
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TRAILBLAZER  SUSTAINMENT 

(AN/TSQ-138) 


Sustainment  Information 

•Supply  Concapi: 


-Maintensnca  Concapt: 
ORO/OS/GS/Oapof 
Ural  Laval:  33T 

ConPact  Mqr:  N/A 
Coat  Par  Yaar:  N/A 
OS  Laval:  33T 

Conpaet  Mpr:  N/A 
Coat  Par  Year:  N/A 
OS  Laval:  Conpactor  iManTach) 
Conpaet  Mgr:  USACIMMC 
Coal  Par  Yew:  rY93-«196K 
Oapol  taval:  OAC-SAAO 

Contract  Mgr:  USAOMMC 
Coal  Par  Yaw:  N/A 


UNIQUE:  UNfT/DEPOT 
Unit  Laval:  No  Stodiaga 

DS  Lavw:  PLL/Shop  SlocA 
Spara  LRU  a 

OS  Laval:  ASUShop  Slodc 
Spwa  LRUa  for  DX 
nap«r>ConpaotQr 
NICP:  B46  (USACIMMC) 

Oov'l  Manpowrar:  P/O  OmnAMia  1  MY 

ConPactrr  Maraaoayar:  P/O  Omrabua  52 
Man-Yaara 


OtAfSA 


♦ 
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LEVEL 

HDW/REQ 

FLOW 
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USAREUR  lEW  SUSTAINMENT 
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3  DAY  TIME  LINE 


MKQ  flow 

ERE  •  EUROPEAN  RCOIST.  FACUjrY  (DIVISION  UNITSI: 

2  »^UTtES  OC8COM  OPERATES 

DSC  •  GENERAL  SUPPORT  CENTER  (CORPS  UNITS!;  21at  TEAM  OPERATED 
HOW  FLOW  FROM  OlV  SSA  TO  GSC'P  APPROX.  36-76  DAYS 
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FRACTURED  SUSTAINMENT 


lEW  SUSTAINMENT  STREAMLINING  STUDY 
MACOM  SENIORS  PRE-BRIEF 
21  SEPTEMBER  1992 


RIGHT 

SLIDE 


DSS  ISSUES 


•  Reauisition/Retrograde  Suoply  Problems 

•  Civilians  Forward  of  Corps  Rear 

•  Oeoioyment  of  Multiple  Support  Organirations 

•  IPA/  Sustainment  Plan  Theater  Developed 

•  Control/Accountability  of  Contractors  and  DACs 

•  Com.partmented  System  Sustainment 

•  Confused  Ownership  of  Ml  GS  Oetacnments 


ARMY  WIDE 


FACTS 
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Stock  Funding 

*IEW  Support  Has  Multiple  Funding  Schemes 
*0A  Training  Resource  Model  Inadequate  for  lEW 
‘User  Demands  Cost  Based  Repair 
Force  Structure 

*RC  No  GS  Supported  Same  as  AC 
•HEMCO/LEMCO  Merge  to  Create  ORD  (Maint)  Co  IGS1 
•TAA99  Reduces  GS  to  2  COMSEC/IEW  PLTs 
•FORSCOM  ScruO  GS  CO-Proposes  3  FORSCOM  PLTs 
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FACTS 


Acouisition/Technoloov 

•Technology  Insertion  Key 

OEM  Skills  Available 

•Increased  Field  Prototyping 
•NDI  Utilization  Will  Grow 

•HOW/SW  Interdependance  Drives  Integrated  Repair  Skills 
•High  Dollar/High  Tech/Low  Density  Drives: 

*•  Source  of  Repair 

•*  User  Demand  for  Cost  Based  Repair 
•BOIP  Not  Responsive  to  STD/NDI  Needs 


ISM  SSF  OSC  INTEGRATION 
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EVOLVING  LOGISTICS  CONCEPTS 

•AMC  Owns  &  Executes  All  Sustainment  Above  DS 
GS  Level  at  Installation  DOLs 
GS  Regional  Activities 
Depot  Level  Activities 

•  Establishes  National,  Regional,  and  Installation  Sust.  Mgr. 

Single  Stock  Fund 

•AMC  Manages  Stock  Fund 

•Eliminates  Retail  and  Wholesale  Stock  Funds 

•Effects  Echelons  Above  Direct  Support 

Objective  Supply  Capability 

•Asset  Visibility  Down  to  Division  Stock  Accounts 
•Cross  Levels  Stock  Across  Retail  Accounts 

Readiness  Based  Maintenance 

•Drives  Maint.  &  "Push"  Supply  Priorities 
System  Readiness 
Change  in  OP  Tempo 

_ Exercise/Deployment  Requirements _ 
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SLIDE 


RIGHT 

SLIDE 


ASSUMPTIONS 


•  FORSCOM  GS  COMSEC/IEW/ATE  PLT  Proposal  Accepted 

•  Emerging  Army  Logistics  Concepts  Mature 

••Single  Stock  Fund 
••Integrated  Sustainment 
••Logistics  Support  Group 

••Objective  Supply  Capability/Total  Asset  Visibility 
••Readiness  Based  Maintenance 

•  Civilians  Can  Work  Fwd  Corps  Rear  Boundary 
•Civilian  Use  Not  Constrained  by  AR  750-1  (SRA) 
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ALTERNATIVES 

_ OPTION  3  , 

AMC  OWNERSHIP 


OBJECTIVE 

ALTERNATIVE 
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"X”RA  BASE  COMPOSITION 


■^X^RA  CORE 

PERSONNEL  • 

MJUTARY  IGS  OET} 
DEPOT 

OMNIBUS  CONTRACTOR 
LOGISTIC  ASST.  REP« 

CAPABIUTIES  • 
MAINTENANCE 
SUPPLY  MGT 
TRANSPORTATION 
CUSTOMER  ASST 
SITE  MOT 
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FORSCOM  NPI  EXPERIENCE 

•  Soldier  Suppon  Very  Effective 

•  Support  Cccumentation  Mix  of  Comrrwrcial/Military  Data 

•  Current  Level  of  Documentation  Evoivea  Over  Time 

•  Hot  Mock-Ups  Provided 

•  Off-Line  Supply  Support  Provided  Through  J2 

•  As  With  Std  Sys,  Available  Skills  Subject  to  Troop  Turnover 

•  Training  Heavily  Dependent  on  Contractor-Provided  Training 
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KNOWLEDGE  TRANSFER  KEY 


FOCUSED  ON  SOLDIER  SKILL  ENHANCEMENT 
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ISM  "X"RA  SSF  OSC  INTEGRATION 
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LOGISTIC  SPT  GROUP  INTEGRATION 


•  n6:ct:ate  slppc^t  pexests 

W-NATIOKAL  iSM  &  LSi  REAfl 

•s>5  SPT  flea  0 

•  ’ppriBecTs 

•  CSPirv^CNT  PC>*>CESSt?>- 
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SEMCfl  LOG 
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POtM/SHV 

SSTA8USM  base  SPT  I 

IT  oisTmeuTiON  to  ' 
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\ 


■MTlALSUPPCflT 
■iREB'ISUTPRIIMfiV 
MAMT  BAOMJ’ 

CON  T1M3ENCY  S  mCX 
aniCGEOAP  BETWEEN 
BASE  &  UNTTS 
SUPPLY  POINT 

DEPLOYED  AO 


WHAT  WILL  THIS  COST? 
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T  ?  •  ?y 


i  , 


,  ->■» 


•  Repair  Cost  (Laocr/Parts) 

•Repair  Center Surcnarge  (Trans.,  Washout. 
Prica  Stabilization.  Contract- Related  Log  Cps 

HOW  WILL  THE  REPAIR  BE  FUNDED? 

•Stock  Fund  (Repair  Price  vs  Acq  Price) 
Transaction 

•  ISA  w/User  (QTR  Reconciliation) 

•  Direct  Funded  Througn  AMC 


lEW  NSLS  Must  Be  Resolved 

■iw-iLi.Li!.  i:  a.',  i  .'rjaaa 


M  .M  ust  Be  Accurate-Foc.UseriFundifig 


TAppropriate  Fiindirig  ReaUi 
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WHAT  ABOUT  RESPONSIVENESS? 
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•  Linkage  vs  Fragmentation 

•  Single  Sustainment  Ownership 

•  Single  Deoioying  Organization 

•  Available  Linkage  to  Std  Automated  Systems 

Current 

Future 

•  More  Capability  During  Period  o(  Reducing  Dollars 

•  Reduction  in  Turnaround  Time  for  Repairs 

«  9 

. .  Central  Workloading 
. .  Fwd  Connectivity  w/Fixed  Maint.  Source 
•  •  Leverage  Contract  Supply  Assistance 
Enhanced  OJT  Capability 


QUALITATIVE  SAVINGS 
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MACCM/AMC/ 

PM/ASPO 

CONTRACTS 


SAVINGS  OPPORTUNITIES 
Facilities 

Less  TMOE  Required 
Fewer  Contractors 
Reduced  Gov’t  Contract 
Overhead 

OMNIBUS 

w/Sub-Contracts 
Essential  OEMs 
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PAST  QUANTITATIVE  SAVINGS 
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FY89  ICS  CONTRACT  MAINTENANCE  CONSOLIDATION 


OEM  MSQ-103 
OEM  TRQ-32 
OEMTLQ-17A 
GENERIC  MLQ-34 


Emerson  Electnc 
Magna vox 
Fairchild 
ERI 


OMNIBUS 

CONTRACT 
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WORLDWIDE  lEW  SUSTAINMENT 
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RECOMMENDATIONS 


PROBLEM 

STATEMENT 


*  Establish  Single  Poinl  Sustainment  Ownefsrop 

*  ConsoticateAlI  CcnttaciSupponUncJerAMC  Controi 

*  Recognize  Non-Regulatory  RestnaK/e  Cwilian  GS  Misson 
Fufly  Integrate  GS  Sofdier^h/itian  Resources 

PA  niTSl  nr;  Anpfrme  Fvr'^nriong _ ■ 


STUDY 

SURFACED 

- > 


. 

|Establ«h  Supply  Visipilih^aLAHigpaiss 

.  ’  -1—^ 


Establish  Financial  Cbntrol-WtHkgtac 
IConaider  Follow-On  Artal^ffi 
-  2S]^te  rnjSo^ars;  SiBijainme 
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PARTICIPANT  POSITIONS 


USAMC;  CONCUR 

USFORSCOM:  CONCUR  -  Pending  ISM  Implementation 
USATRADOC;  NCN-CONCUR 

USAINSCOM;  CONCUR  w/Condilions 

-  Resources  Pnme  Concern  (Repair  $  vs.  ASFDLR) 

-  Limited  to  AirLana  Battlefield 
-Exception  Process  Establisned 
-Centralize  All  Item  Mgt  At  IMMC 
-MACGMs  Have  increased  ILS  Planning  Input 
-Recommend  Establishment  of  MEILSR  Onented  ILS  Model 
-Recommena  “X''RA  or  INSCCM  Units  Establish  MSSA 

USASOC:  CONCUR  -  Type  Classified  ARMY  Standard 

Retain  Option  -  SOF  Peculiar  (Cost  Effecth/e/Responsiva  Analysis) 

PEO-IEW: 
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*  PURPOSE 

*  TASKING  REVIEW 

*  DISCUSSION  OF  FINDINGS 

*  OPTIONS  CONSIDERED 

*  RECOMMENDATiON/POSITIONS 

*  SUMMARY 


lEW  SUSTAINMENT  STREAMLINING  STUDY 
MACOM  SENIORS  PRE-BRIEF 
21  SEPTEMBER  1992 


RIGHT 

SLIDE 


LEFT 

SLIDE 


RIGHT 

SLIDE 


KEY  IMPLEMENTATION  TASKS 

•  DEVELOP  COMPREHENSIVE  IMPLEMENTATION  PLAN 

UPON 

APPROVAL 

90  DAYS 

•  CONDUCT  CONCEPT  DEMONSTRATIONS 

12  MONTHS 

**  KOREA;  204th  Ml  BN;  201st  Ml  BN 

**  FT  HOOD  (SUBJECT  TO  ISM  TEST  DATE) 

•  CONDUCT  ANALYSIS  OF  TRANSITIONED  NON-STD 
LOGISTICS  SYSTEMS  FOR  INCLUSION/EXEMPTION  TO 
ARMY STOCK  FUND 

6  MONTHS 

•  ESTABLISH  TIME-PHASED  PLAN  FOR  CONTRACT 
CONSOUDATION 

3  MONTHS 

•  CHARTER  SCOPE  OF  FINANCIAL  CONTROL 
WORKGROUP 

90  DAYS 
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SUMMARY 


•  GIVEN  DATA  AVAILABLE  TO  STUDY  TEAM 

lEW  UNIQUE 

EVOLVING  ARMY  LEVEL  LOGISTIC  CONCEPTS 

•  RECOMMENDATION  PROVIDED  MEETS  OBJECTIVES  OF  VCSA  CHARTER 

INTEGRATED  SUPPORT  MECHANISMS 

FI.EXIBIL1TY  TO  SUPPORT  FORWARD  NDI  AND  ADVANCED 
TECHNOLOGIES 

CLEAR  LINES  OF  RESPONSIBILITY  TO  THE  SOLDIER 

•  ALIGNS  lEW  WITH  EVOLVING  ARMY  SUSTAINMENT  GOALS 


CONCEPT 

POSITION 

PAPERS 

The  following  position  papers  were  provided  in  response  to  the 
lEW  Sustainment  Streamlining  Concept  Plan,  20  Aug  92  (Vol  III, 
Part  5,  Appendix  A V)  by  USAIC&FH  (representing  TRADOC), 
INSCOM,  USASOC,  FORSCOM,  and  PEO-IEW.  All  objections 
presented  in  the  papers  have  been  resolved  through 
incorporation  into  the  study  group  recommendations,  where 

appropriate. 


DEPARTMENT  OF  THE  ARMY 

FORT  HU«0«JCa.  AMXONA  M«l>«000 


ATSI'DC  18  Saptftmbcr  1992 


MEMORANDUM  FOR  Olractor,  U.S.  Army  CECOM  Intslligance  Matarial 

Manaqemant  Center,  ATTN:  SELIM-ZEW,  Vint  Hill 
Farms  Station,  Warrenton,  VA  22186 

SUBJECT:  Zntelliganca  6  Electronic  Warfare  (JEW)  Sustainment 
Streamlining  Concept  Plan 


1.  The  lEW  Sustainment  Streamlining  Concept  Plan  has  been 
reviewed  by  the  C6,  US  Army  Intelligence  Center  8  Ft  Huachuca. 
Based  upon  his  review  and  internal  staffing,  we  non*concur  with 
the  document.  The  document  cannot  be  considered  a  concept  in 
that  is  too  vague  and  offers  no  alternatives.  The  "concept** 
does  not  address  many  critical  issues;  its  solution  (centra¬ 
lised  control  of  dollars  and  spare  components)  is  not  ade¬ 
quately  justified  by  the  study. 

2.  The  VCSA  stated  the  objective  of  the  analysis  was  to  deter¬ 
mine  how  to  integrate  and  streamline  battlefield  sustainment  of 
ZEW  operations  on  a  dynamic  and  austere  AirLand  Battlefield, 
with  particular  focus  on  support  to  hey,  advanced  technology 
NDZ,  and  prototype  systems.  The  concept  plan  fails  to  meet 
that  objective. 

a.  The  concept  plan  does  not  appear  to  be  supported  by 
any  type  of  rigorous  analysis  The  mandated  system-by-system 
review  does  not  appear  to  have  been  conducted.  There  is  no 
identification  of  any  Measures  of  Effectiveness  to  show  battle¬ 
field  efficiencies,  how  we  get  to  that  stage,  axid  at  what 
coat.  There  is  no  evidence  of  any  simulation/modsling  efforts 
done  for  present  or  future  lEW  systems. 

b.  The  plan  does  not  address  in  adequate  detail  hew  the 
escalated  procurement  of  advanced  technology  NDZ  or  prototype 
systems  will  be  sustained. 

c.  Zt  fails  to  deal  with  the  underlying  issue  of 
shortage. 

3.  The  CIMHC  Project  Design  Document  states  the  Army *8  overall 
goal  for  this  project  is  to  streamline  the  logistics  support 
structure  for  JEW  equipment,  thereby  increasing  readiness  and 
decreasing  costs.  Success  in  this  area  is  questionable. 


ATSI-DC 

SUBJECT:  Int«lliganca  &  Electronic  Warfare  (lEW)  Suetainaent 

Streamlining  Concept  Plan 


a.  The  improvement  of  xxnit  readiness  is  not  apparent  as 
the  two  tier  concept  has  not  been  shown  in  the  concept  plan  to 
be  more  responsive  to  the  MI  Battalion.  The  "Fixed  Forward 
concept"  is  strongly  supported.  The  "XRA"  regional  support  has 
been  shown  for  the  CONUS  based  forces,  but  details  are  sketchy 
on  support  for  OCONUS  based  vinits  in  peacetime  or  war. 

b.  One  of  the  biggest  drawbacks  to  the  concept  plan  is 
the  failtxre  to  show  any  cost  economies.  It  is  considered  a 
good  idea  to  place  more  centralized  control  over  the  adaini' 
atration  of  the  veurious  contracts.  However,  there  is  no 
evidence  to  show  whether  any  cost  or  manpower  savings  will 
occur  from  consolidation. 

4.  The  Bwmdate  for  the  study  group  was  to  provide  a  solid 
action  plan,  with  feasible  recommendations.  The  mandate  was 
not  met  in  that  the  concept  plan  needs  more  definition  in 
several  areas. 

a.  There  are  no  clearly  defined  levels  of  maintenance; 
e.g.,  unit  level  -  box  replacement;  DS  card  replacement; 
GS/Depot  **  card  repair. 

b.  The  terms  "sustainment"  and  "maintenance"  are  not 
clearly  defined.  No  distinction  is  zsade  between  trouble* 
shooting,  repair,  and  provisioning,  all  of  which  are  quite 
different  activities. 

c.  Concept  plan  needs  tc  be  clarified  that  no  revisions 
will  be  made  to  published  doctrine,  to  include  FM  34*1, 
Intelligence  and  Electronic  Warfare  Operations,  until  the  lEW 
Stistainment  Streamlining  Concept  is  approved  for  Army*wide 
implementation . 

d.  A  test  control  work  group  needs  to  be  established  to 
develop  critical  issues  and  criteria  for  the  four  regional 
support  tests.  Principal  Study  Group  members  would  have  par* 
ticipation  on  the  work  group  to  monitor  the  actual  tests  and 
participate  in  the  review/ approval  process  of  any  evaluation 
reports  submitted. 

e.  Consideration  must  be  made  on  the  impact  the  approved 
concept  will  have  upon  acquisition  process  dociuaents  for  exist* 
ing  and  future  lEW  systems. 

5.  We  have  severe  reservations  about  a  concept  plan  that 
appears  only  to  support  pre-conceived  notions,  with  no  solid 
analytical  underpinning. 
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SUBJECT:  lntalllg«nca  &  Electronic  Warfare  (lEW)  Suetainiient 
Streaalining  concept  Plan 


6.  COL  Pheneger,  Cdr,  USAISO,  will  be  the  senior  TRADOC 
representative  at  the  21  Septexober  IFR.  He  has  discussed  the 
concept  plan  with  MG  Menoher  and  will  be  able  to  dircuss  our 
concerns. 
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R  (700) 


MEMORANDUM  FOR  DIRECTOR,  US.  ARMY  CECOM  INTELLIGENCE  MATERIEL 

MANAGEMENT  CENTER,  ATTN;  SELEM-IEW,  VINT  HILL 
FARMS  STATION.  WARRENTON,  VA  22186-5277 


SUBJECT:  Comment  on  the  lEW  Susuinineat  Study  Paper  and  Briefing  Slides. 


1 .  TUe  subject  documents  have  been  reviewed  as  requested.  The  following  paragraphs  contain 

on  these  documents  and  additional  comments  on  the  concept  as  it  was  discussed  in 
meetings  of  the  Working  Group. 

2.  Our  primary  concern  is  resources.  None  of  the  documents  contain  a  descnptioD  of  the 
process  by  which  using  units  will  pay  for  the  services  they  receive  fi’om  the  XRA.  We  arc 
concerned  rhuf,  if  transactions  with  the  XRA  are  SFDLR  transactions,  the  cost  will  be  prohibitive 
due  to  the  hi^  unit  cost  of  the  reparables.  Any  INSCOM  agreement  on  this  concept  will  be 
contingent  on  the  establishment  of  a  ilinding  process  which  makes  the  support  received  fi^m  the 
XRA  more  ecoaomcal  than  that  which  is  currently  bang  provided. 

3.  The  tasking  for  the  study  clearly  limits  its  scope  to  sustainment  of  lEW  systems  deployed  on 
the  Air/Land  Battlefield.  This  limitation  is  not  clearly  stated  in  either  of  the  subject  doctmimits.  It 
is  essential  that  the  limits  of  the  study  and  its  resulting  implementation  be  clearly  stated. 
INSCjOM  will  not  agree  to  any  expansion  beyond  these  limits  without  fUrther  study  and 
negotiation. 

4.  Ainy  impiementetion  of  the  proposed  concept  must  ensure  that  an  acceptable  level  of  support 
is  provided  at  the  lowest  cost  to  the  taxpayer.  A  process  must  be  established  to  condua  periodic 
independent  reviews  of  the  support  whi^  is  provided  to  ensure  that  this  objective  is  being  met.  It 
is  also  essential  that  procedures  be  established  to  authorize  deviation  from  the  standard  lEW 
sustainment  process  when  warranted  by  special  circumstances. 

5.  The  study  recommendations  currently  focus  on  support  NDI  itons  acquired  by  operating 
MACOMs  and  systems  managed  by  CIMMC.  It  is  essential  that  an  lEW  sustainment  concept 
include  all  lEW  systems  regardless  of  their  developer  or  wholesale  logistics  manager. 
Recommend  that,  if  this  concept  is  approved,  item  management  of  all  systems,  such  as 
GUARDRAIL,  which  are  managed  by  other  organizations  be  transfierred  to  QMMC. 

6.  Current  Anny  maintenance  doctrine  places  emphasis  on  the  "fix  forward"  concept  Any  lEW 
sustainment  concept  must  be  consistent  with  this  goal.  This  is  particularly  important  if  the  cost  of 
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SUBJECT:  Comments  on  the  lEW  Sustainment  Study  Paper  and  Briefing  Slides. 


suppod  fitsm  the  XRA  includes  overhead  cost  in  excess  of  actual  repair  costs.  It  is  essential  that 
using  MACOMs  have  a  larger  input  to  ILS  planiung  processes  wch  as  provisioning, 
documentation  development  and  training  to  ensure  that  their  interests  are  protected. 

7.  Much  of  the  difficulty  with  support  of  lEW  systems  is  due  to  the  lack  of  ILS  dehverables 
necessary  for  normal  support  by  tnilitary  personnel.  This  shortfall  is  usually  caused  by  the 
perception  on  the  part  of  developers  that  the  necessary  deliverables  caimot  be  obtained  within 
proj^  fiinding  limits.  When  deliverables  are  bought,  they  are  not  consisteitt  with  the  actual 
support  concepts  or  are  not  used.  Recommend  that  a  process  similar  to  the  NSA  MEILSR 
process  be  developed  to  tailor  the  requirements  for  ILS  deliverables  to  the  actual  needs  of  lEW 
systems.  If  this  is  done,  the  items  which  are  needed  can  be  acquired  at  an  affordable  cost. 

8.  Most  of  the  analysis  was  derived  from  data  gathered  from  FORSCOM  units.  Much  of  this 
information  is  ^plicable  to  INSCOM  units  as  well  but  there  are  some  differences.  Aside  from 
TROJAN  SPIRIT  which  is  a  special  case,  the  only  contractor  personnel  which  accompanied 
INSCOM  units  on  ODS  were  with  the  TRACKFINDER  and  TENCAP  systems.  All  other 
maintenance  short  of  the  depot  level  was  accomplished  by  personnel  organic  to  the  S13th  MI 
Brigade  and  its  subordinate  units. 

9.  INSCOM  tactical  units  have  an  echelons  above  corps  mission  which  requires  them  to  deploy 
from  one  geographical  area  to  another  on  short  notice.  INSCOM  does  not  have  organic  supply 
support  activities  which  deploy  with  our  units  as  is  the  case  with  division  and  corps  level  lEW 
units.  Our  units  receive  fiieir  retail  supply  support  from  host  the  MACOM's  supply  support 
activities  in  the  areas  where  they  are  deployed.  The  repair  parts  needed  to  support  INSCOM 
units  are  not  common  to  other  Army  equipment  and  are  not  stocked  in  most  supply  support 
activities.  As  a  result,  most  repair  parts  requisitions  must  be  passed  to  the  wholesale  level.  When 
an  INSCOM  unit  moves  or  when  the  unit  providing  supply  support  moves,  the  process  for  filling 
these  Requisitions  is  broken  and  urgently  needed  parts  fail  to  reach  the  unit.  The  same  problem 
will  occur  with  requisitions  for  support  from  the  XRA.  This  problem  must  be  resolved  before 
XRA  support  can  be  effectively  implemented.  One  possible  solution  is  to  give  the  XRA  which 
supports  INSCOM  EAC  tactical  units  a  mission  supply  support  activity  capability  or  for 
INSCOM  to  establish  organic  supply  suppon  activities. 

10.  The  following  comments  apply  to  the  briefing  slides; 

a.  CWO  Stewart  is  a  CW3  not  a  CW4. 

b.  Add  the  following  advantages  to  alternative  1 
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!  (1)  No  SFDLR  costs  for  repair  transactions. 

(2)  No  layered  management  costs  for  the  Omnibus  contract  and  its  management 

(3)  Contractor  personnel  in  the  unit  are  available  for  operator  training  and  assistance  to 
unit  maintenance  personnel. 

c.  Add  the  following  disadvantages  to  alternative  3 

(1)  Takes  control  away  from  a  commander  who  has  COR  authority  under  ahemative  1. 

'  (2)  A  single  contractor  cannot  always  provide,  the  saixte  quality  of  support  as  a  OEM  of 
firm  which  specializes  in  particular  types  of  equipment 

;  (3)  Increased  managemem  costs  due  to  huger  management  bureaucracy. 

(4)  Risk  of  mission  disrupdon  due  to  labor  problems  of  contract  expiration  when  all 
support  is  from  one  contractor. 

1 1 .  Comments  on  the  draft  study  repon  will  be  provided  by  separate  correspondence. 


MICHAEL.  WRIGHT 
A  coL,Gy 
DCSLOG 
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CONCEPT  PLAN 

FOR 

UNITED  STATES  ARHY  SPECIAL  OPERATIONS  COMMAND 
lEW  STREAMLINING  STUDY 


1  .  PTTRPA.^R ;  Th«  puirpos«  ot  oonoopte  plan  la 

articulatft  USASOC's  position  regarding  the  lEW  streamlining 
study  conducted  by  United  states  Army 

Comnunications-Electronics  Command  Intelligence  Materiel 
Management  Center  (USACIMMC)  at  Vint  Hill  Farms,  Warrenton. 
Virginia.  This  concept  plan  describes  how  we  plan  to  obtain 
support  for  Army  standard  and  SOF  Peculiar  lEW  syst<»s  in 
the  futiire. 


2.  GENERAL. 

a.  USASOC  supports  the  repair  of  standard  Army  lEW 
equipment  througn  ahc  logistics  systems  and  DESCOH  depots 

euxroneiy  uecd  ea  aua-bain  aeandard  Ainay  XCW  euuluiuetiL  wlLlilii 

USASOC. 

b.  Commander  in  Chief  Special  Operations  Command 
(CZNCSOC)  is  the  Army  Acquisition  Agent  (AA£)  for 
development  and  acquisition  of  SOF  peculiar  lEW  systems. 

The  Special  Operations  Research,  Development  and  Acquisition 
Center  (SORDAC)  pursues  acquisitions  (primarily  NDI)  in 
response  to  SOF  peculiar  lEH  system  requirements. 

c.  MFPll  dollars  for  this  support  is  programmed  through 
USSOCOM  to  sustain  and  maintain  these  systems.  USASOC 
retains  the  option  to  use  the  Special  Operations  Forces 
Support  Activity  (SOFSA) , (AMC)  support  activities  or 
contract  support.  This  ensures  that  economic  analysis  is 
considered  in  SOF  Peculiar  support  decisions. 

3.  LIMITATIONS.  The  current  concept  proposed  by  CIMMC 
constrains  USSOCOM  and  USASOC' s  eUsility  to  manage  lEH 
programs.  The  proposed  concept  specifies  AMC  as  the  Army's 

administration  of  maintenance  contracts.  Information 
regarding  economic  analysis  and  resourcing  of  this  concept 
has  not  been  made  available. 


4.  EXCEPTIONS.  Som*  lEW  systftsis  are  classified  as  SOP 
Peculiar  and  are  sustained  through  contracts  or  have  been 
selected  for  support  through  the  Special  Operations  Forces 
Support  Activity  (SOFSA)  at  Lexington  Bluegrass  Amy  Depot 
(LBAO) .  Accordingly/  SOF  Peculiar  systems  must  be  exempt 
from  the  susta -i  nment  procedures  as  provided  in  the  .AMC/CZMMC 
Z£H  concept  study.  Current  sot  peculiar  JEW  systems  are 
listed  belov: 

Special  Operations  Forces  SIGINT  Manpack  System  (SSMS) 

Special  Operations  Command  Research  Analysis  ^uld  Threat 

Evaluation  System  (SOCRATES) 

FULCRUM 

Tactical  Light  Tables 

Interim  Secondary  Imagery  Dissemination  System  (ISIDS) 

Future  systems 

Special  Operations  Command  Secondary  Imagery 

Dissemination  System  (SOCSID) 

Special  Operations  Forces  Intelligence  Vehicle  (SOF  IV) 
5.  CONCLUSION, 

a.  USASOC  supports  the  AMC/CIMMC  lEW  sxistainment 
concept  for  type  classified  Amy  systems. 

b.  USASOC  will  select  support  for  SOF  peculiar  items 
based  upon  most  cost  effective  and  most  responsive  criteria. 


(/SASoc  2. 


FCJ4-DJ  (SELIM-IEW/20  Aug  92)  (700)  lat  End 

SUBJECT:  September  IPR  and  JEW  Sustainment  Concept  Plan 


Conunander,  Forces  Command,  Fort  McPherson,  GA  30330-6000 

FOR  Director,  U.S.  Army  CECOM  Intelligence  Materiel  Management 

Center  Vint  Hill  Farms  Station,  ATTN:  SELIM-IEW,  Warrenton 
VA  22186-5277 


1 .  We  have  reviewed  the  basic  concept  for  sustainment  of 
Intelligence  and  Electronic  Warfare  (lEW)  equipment.  We  find  that 
the  concept  parallels  the  Strategic  Logistics  Activity  (SLA) 
Integrated  Sustainment  Maintenance  (ISM)  concept. 

2 .  Concur  with  the  basic  concept.  We  strongly  support  its 
■incorporatxon  into  the  ISM  test  scheduled  for  FY  93  at  Ft.  Hood 
and  the ^onsolidatTon  nf  all  TEW  sustainment  contracts. 

3.  We  appreciate  the  opportunity  to  participate  in  this 
worthwhile  effort  and  look  forward  to  implementation  after  the 
senior  leadership  approval  of  the  test  results  and  concept. 

4.  Mr.  Serrentino,  DSN  367-7284,  can  provide  additional 
information. 


End  CHARLES  D.  BUSH 

nc  Colonel,  USA 

Acting  Director,  Logistics, ‘J4 
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DEPARTMENT  OF  THE  ARMY 

OFFICE  OF  THE 

PROGRAM  EXECUTIVE  OFFICER 
INTELLIGENCE  AND  ELECTRONIC  WARFARE 
VINT  HILL  FARMS  STATION 
WARRENTON.  VIRGINIA  22186-5115 


H6PLY  TO 
ATTENTION  OF 

SFAE-IEW-SE  18  September  1992 


MEMORANDUM  FOR  DIRECTOR,  USACECOM,  IMMC,  VHFS,  WARRENTON,  VA 

22186 

SUBJECT:  lEW  Sustainment  Concept  Plan 


1.  Reference  memorandum,  SELIM-IEW,  undated.  Subject:  September 
IPR  and  lEW  Sustainment  Plan. 

2.  The  PEO  lEW  concurs  with  subject  plan  since  it  portrays  an 
alternative  that  best  delineates  a  course  of  action  for  improving 
sustainment  of  lEW  weapon  systems  on  the  battlefield.  However, 
there  are  some  areas  that  warrant  additional  attention/emphasis. 
These  areas  are: 

a.  Funding  -  Budget  or  funding  working  groups  must  be 
established  as  soon  as  possible  in  order  to  determine  how  best  to 
resource  the  initiation  and  total  execution  of  this  sustainment 
philosophy. 

b.  Software  Support  -  Communication  and  coordination  with 
the  CECOM  Software  Engineering  (CSE)  Directorate  is  absolutely 
required.  Software  support  for  deployed  systems  is  a  very  ill- 
defined  discipline. 

c.  All  lEW  Materiel  Developers  must  be  provided  the  same 
flexibility  regarding  acquisition,  fielding  and  sustainment 
regulations. 

d.  Recommend  the  use  of  the  "PM”  be  more  specific  in 
application.  As  written  there  is  heavy  PEO  lEW  implication.  I 
believe  the  PEO  lEW  PMs  place  great  emphasis  on  structuring  their 
acquisition  according  to  regulation. 


SFAE-IEW-SE 

SUBJECT:  lEW  Sustainment  Concept  Plan 

3.  POC  for  this  correspondence  is  Mr.  Pete  Hume,  SFAE-IEW-SE, 
extension  5934. 


CF: 

DPEO  lEW 
PM  SW 
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Froede,  Aiexander  O.,  25Apn/  1B9f,  Lassons  Learned  in  Southwest 

Asia  [Memo] 


SELIM-EOC 


25  April  1991 


MEM®ANUUM  FOR  Chief,  ]MC  EOC 

SUBJECT:  Lessons  Learned  in  SouthMsst  Asia 


1.  SUBJECT:  'Hie  Anty  supply  system  was  unable  to  adequately  si^^port  the  Amy 
in  SWA. 

DISCUSSICN:  The  Amy  supply  system  (retail)  wets  unable  to  provide  adequate 
support  to  units  deployed  in  SWA.  Units  experienced  many  difficulties  in 
getting  requisitions  through  the  retail  system  and  the  supply  system  could  not 
respond  fast  enough  to  high  priority  requisitions.  Seme  of  the  problems  that 
were  experienced  were: 

a.  Class  IX  shipped  to  heme  station  instead  of  SWA  because  units  feoJ-ed  to 
change  unit  ship  to  addresses  prior  to  deploying. 

b.  Unit  not  cissigned  servicing  SSAs  until  3-4  weeks  cifter  being  in 
country.  This  problem  occurred  most  often  in  non-divisional  and  EfiC  units. 

c.  Assigned  SSAs  changing  three  or  more  times  during  the  course  of  Desert 
Shield  and  Desert  Storm  without  reconciliations  being  done  prior  to  the  change. 
No  effort  was  made  to  transfer  received  parts  between  the  famiBr  and  the  present 
SSAs. 

d.  SSAs  under  different  automated  requisitioning  procedures  (SAILS  versus 
SARS-I  CXijective) .  This  caused  many  prcblems  in  getting  requisitions  into  the 
supply  system,  particularly  vdien  a  SARS-I  Oi.'jective  SSA  (Fort  Bragg)  serviced  a 
SAILS  unit  (Fort  Hood). 

e.  It  took,  on  average,  ten  days  for  a  simply  requisition  to  reach  the 
wholescLLe  supply  system  from  the  ^MZs.  This  fact,  coupled  with  the  slow 
transportation  system,  made  it  inpossible  for  the  normal  supply  system  to  be 
responsive  to  high  priority  requisitions. 

f.  Requisition  reconciliations  were  not  done  between  units,  EffCs,  ^»Cs, 
and  the  TZ^MMC.  Also,  the  unit  document  numbers  on  non  ASL  requisitions  were  not 
passed  through  the  supply  system.  Usually  the  SSA  or  MMJ  would  replace  the  unit 
document  nuirbers  with  their  cwn  document  nunbers.  These  prcblems  nede  it  edmost 
iitpossible  to  track  the  status  of  unit  requisitions  and  nade  it  inpossible  for 
NICPs  to  track  who  was  requisitioning  critical,  low  der.sity,  equipment  and 
psarts. 

RECXMIENDATIONS :  The  prcblams  described  above  underscore  systemic  prcblems  of 
the  Army  supply  ^stem  Ich  was  unable  to  adequately  support  the  Army  preparing 
for  war.  A  detailed  stuefy  needs  to  be  done  by  supply  exp)erts  to  determine 
exacrtly  vbat  problems  cxxnorred  and  to  recemmend  \4iat  changes  that  are  needed. 

2.  SUBJECT:  CECC^  logistics  assistance  provided  to  units  in  SWA. 

DISCUSSION:  Throughout  Operation  Desert  Shield  and  Desert  Storm,  CECCM-SWA,  as 
pjart  of  AMC-SWA,  provided  supply  and  maintenance  assistance  to  deployed  units. 
The  Icagistics  assistance  provided  by  AMC-SWA  was  a  key  factor  in  ARGENT  being 
prepsared  to  execnjte  Operation  Desert  Storm.  In  fact,  it  was  recrognized  by  the 


ARCEOT  Support  Ccitinand  that  XVTII  Corps  was  able  to  overccane  significant 
naintenance  and  supply  problems  due  to  the  ’  jistics  assistance  provided  by  AMC. 
Push  pac3cages,  ccLLl-in  requisitions,  and  unit  LAR  support  proved  to  be  extremely 
valuable  to  the  units  that  we  supported. 

RECCMIENDATICIN:  CECCM  and  MC  continue  to  provide  logistics  assistance  directly 
to  the  theater  of  operations  and  that  LARs  continue  to  deploy  with  units  during 
hostilities. 

3.  SUBJECT:  Not  enough  spare  lEW  LRUs  available  to  support  a  wartime  Anry. 

DISCUSSICTI:  At  the  stcirt  of  the  ground  phase  of  Operation  Desert  Storm  the 
military  intelligence  units  were  in  a  precarious  position.  Although  the 
readiness  rates  for  lEW  systems,  on  average,  were  about  90%,  there  was  a 
shortage  of  available  spjare  LRUs  in  SWA.  The  majority  of  LRUs  that  ccmnonly 
failed  in  the  LEW  systems  had  zero  beilance  on  hand  in  the  DS,  GS,  and  contractor 
naintenance  shops.  The  lEW  maintenance  system  in  SWA  would  have  been  unable  to 
support  an  extended  ground  war.  There  were  basically  three  problems  that  caused 
the  shortage  of  spare  LRUs  in  SWA.  The  first  problem  is  that  over  the  past  few 
yectrs  very  little  money  has  been  allocated  for  buying  spare  LRUs  for  B46 
systems,  hence  there  is  a  limited  nunber  of  spare  LRUs  available.  Due  to  the 
long  resupply  lines  between  CONUS  and  SWA,  all  available  spare  LRUs  were 
pirepositioned  at  the  lEW  Special  Repair  Activities  in  SWA  during  Operation 
Desert  Shield  so  there  were  no  spares  available  at  the  NICP.  Second,  due  to  the 
supply  and  transportation  problems  in  SWA  {alreacty  discussed  in  this  paper) 
Mantech  had  a  difficult  time  getting  piece  parts  that  they  needed  to  repair  the 
LRUs  that  they  were  capable  of  repairing  in  country.  Throughout  Operations 
Desert  Shield  and  Desert  Storm,  Mantech  had  a  large  nunber  of  LRUs  in  their 
shops  waiting  for  piece  parts  for  repair.  Usually  the  majority  of  these  LRUs 
were  due  outs  to  units.  The  third  problem  was  the  slew  tuiraround  time  in 
getting  LRUs  back  in  theater  that  had  to  be  shippad  to  a  depxot  or  OEM  for 
repair.  This  long  tvun  around  time  was  caused  ty  the  slew  transpxortation  system 
between  CCMJS  and  SWA  and  by  the  slew  repair  time  at  the  depots  and  OEMs  for 
seme  critical  LRUs  (UGC-64  cenputers  and  2143/2144  receivers). 

RECCMMENDATIONS :  CIMMC  must  be  allocated  the  funds  needed  to  buy  a  sufficient 
quantity  of  spares  to  adequately  suppsort  fielded  lEW  systems.  Also,  CD®C  must 
make  a  concerted  effort  to  insure  that  depxsts  and  OEMs  are  respxDnsive  to 
requirements  for  quick  turnaround  times  on  repairs. 

4.  SUBJECT:  Life  Support  for  CECOi  personnel  in  SWA 

DISCUSSION:  The  life  support  (housing,  food,  parsonnel  equipment /uniforms  and 
TA-50  replacement,  administrative  suppxjrt,  MWR  support,  telephones,  vehicles, 
tents,  cots,  tent  heaters,  field  showers  and  latrines,  etc.)  provided  by  AMC-SWA 
for  MSC  personnel  was  not  adequate.  Life  suppx5rt  provided  by  AMC-SWA,  in  most 
cases  was  disorganized  or  nonexistent.  CECOM  and  the  other  MSCs  usually  had  to 
fend  for  themselves  for  life  suppxort  requirements.  In  Dhahran,  billeting  space 
assignment  was  ccmpletely  disorganized.  AMC-SWA  staff  personnel  and  ARGENT 
Support  Cennand  pilots  received  preferential  housing  in  the  AMC  cenpound.  At 
KKMC  all  initial  planning  and  coordination  for  life  suppxort  requirements  (tents, 
latrines,  shewers,  rations)  for  the  Foam  Dane  conplex  was  done  by  CECOM  cknd  HIDE 


because  the  AMZ-SWA.  staff  made  no  provisions  for  setting  up  the  facility. 

Vehicle  and  telephone  support  was  provided  or  taken  away  at  the  \duin  of  the 
AtC-SWA  Cantander.  AMZ-SWA  was  very  slow  in  providing  access  for  AMC-SWA 
personnel  to  APCEOT  ^WR  facilities  and  activities.  AMZ-SWA  irade  no  provisions 
for  providing  local  purchase  items  (tent  heaters,  tent  lights,  wcish  basins, 
etc. )  that  were  not  available  from  the  supply  system  to  the  AM2-SWA  comunity. 

In  fact,  for  several  months,  the  CECOM  local  purchasing  officer  wcis  buying  items 
for  other  PMZ  MSCs  because  AMC-SWA  did  not  have  a  local  purchasing  officer. 

TA-50  and  uniform  support  for  EAC  units  was  aon-nonexistent.  All  uniforms  and 
TA-50  supplies  went  to  divisional  or  corps  units.  When  replacement  uniform 
were  needed  for  CECOM  soldiers,  family  members  had  to  buy  the  uniforms  auid  send 
them  to  the  soldiers  in  SWA  because  Ft.  Monmouth  and  VHFS  CIFs  did  not^uniforms 
in  stock. 

RECCMMENDATIONS:  As  with  any  TOE  unit,  an  admin/life  support  stciff  must  part 
of  any  CTA  unit  that  deploys  frcm  heme  station.  An  HHC  type  staff  niust'’pe^  of 
the  initial  staff  deployment  of  any  future  AMC/CECOM  operation  similar  to 
Operation  Desert  Shield/Storm. 

5.  SUBJECT;  Performance  problems  of  lEW  equipment. 

DISCUSSION:  A  wesilth  of  information  should  ceme  out  of  Saudi  Arabia  on  the 
cperational  and  maintenance  successes  and  failures  of  the  lEW  systems.  Several 
reports  have  already  been  submitted  (see  lEW  LAR  Bruce  Stees  afteraction  report 
of  10  J^ril  for  sane  specific  details ) .  One  of  the  primary  concerns  vras  the 
lack  of  experienced  maintenance  personnel  for  the  M-1015  track  vehicle,  the 
magic  mast  assembly  on  the  Trailblazer  system,  and  the  environmental  protection 
unit  on  the  Quickfix  system.  The  prinary  maintenance  problems  for  the  big  6  lEW 
systems  were  the  prime  movers  (especially  the  M-1015  track  vehicle)  and  the 
pewer  generator  systems.  It  also  became  apparent  that  the  Tacjam  and 
Trailblazer  systems  eire  too  heavy  to  be  assigned  to  highly  mobile  units.  The 
Armored  Cavalry  Regiments  left  their  Tacjam  systems  with  the  rear  units 
because  the  Tacjam  was  not  mobile  enough  to  kept  up  with  a  unit  that  is  ailways 
on  the  move.  For  the  Infcintry  and  Armored  divisions,  the  Taejams  and 
Trailblazers  could  not  keep  up  with  fast  moving  battle  so  they  were  not  as 
effective  as  they  could  have  been. 

RECCMIENDATIONS :  Detailed  data  collection  and  studies  should  be  done  on  the 
performance  and  maintenance  problems  of  the  lEW  systems  deployed  to  SWA.  This 
dai:a  should  used  to  correct  deficiencies  on  currently  fielded  systems  and  to 
help  design  the  systems  of  the  future. 

6.  SUBJECT;  Preparation  for  deployment  to  SWA. 

DISCUSSICN;  On  Aug  15,  1990  the  first  team  of  IMMC  personnel  were  notified  that 
they  would  be  going  to  SWA.  The  POR  process  went  smoothly  because  the  VHFS 
garrison  had  a  set  procedure  in  place.  A  procedure  was  not  in  place  for 
getting  TA-50  and  CPE  equipment  for  departing  personnel  (Aberdeen  had  not  yet 
been  set  up) .  Very  little  assistance  was  provided  by  the  HHC  or  IMMJ  in  getting 
this  equipment  for  deploying  personnel.  The  deploying  team  had  to  make  their 
cwn  arrangements  for  this  equipment  by  begging  or  borrowing  it  fron  the  201st  MI 
BN  and  fron  Ft.  Monmouth  thus  wasting  valuable  time  that  could  have  been  used  to 
nake  other  preparations  for  deployment. 


RECOMENDfinONS ;  The  HHC  should  develop  an  SOP  that  sets  up  a  staff  to  assist 
assigned  personnel  vdien  they  sire  alerted  to  deploy  to  a  field  location.  This 
SOP  should  should  have  procedures  for  PQRing  soldiers  and  for  getting  TA-50  and 
CPE  equipment  on  short  notice.  Additionally,  DfC  should  cissign  a  deployment 
sponsor  for  each  individual /group  that  has  been  alerted  for  deployment  to  do  the 
time  consuming  "running  around”  tasks  required  during  deployment  preparation. 

7.  SUBJECT:  Fielding  of  New  Equipment  in  SWA. 

DISCUSSION:  Generally,  the  worst  time  to  field  new  equipment  to  a  unit  is 
during  the  time  they  cure  preparing  to  go  to  war.  A  new  equipment  fielding  takes 
avsy  extremely  valuable  time  frcm  the  unit  that  they  need  to  train  and  prepare 
their  personnel  and  equipment  for  ccmbat.  The  lEW  Ccmrunity  fielded  many 
systems  during  Operations  Desert  Shield  and  Desert  Storm.  Seme  of  the  fieldings 
were  very  successful  (Sandcrab,  AN/TljQ-17A  (V3),  and  AEL  version  AN/MD2-34) 
v^le  others  were  not  successful  (TACJAM  CPE,  TIGER) .  The  key  differences 
between  the  successful  and  unsuccessful  fieldings  were  the  prior  planning  and 
coordination  and  the  use  of  the  TPF  concept.  The  successful  fieldings  were 
carefxiLly  planned  and  coordinated  with  all  concerned  parties  in  CONUS  and  SWA. 
The  fielding  team  was  well  trained,  knew  v^t  they  were  doing,  and  all  necessary 
equipment,  tools,  and  spares  were  available.  In  addition,  the  unit  operators 
and  maintainers  were  well  tredned.  The  poorly  fielded  systems  became  a  burden 
to  the  unit.  The  equipment  usually  broke  more  often  because  the  operators  were 
not  ccnpletely  trained  and  the  unit  (and  sonetimes  the  DS/DS  maintenance  shops) 
could  not  maintain  the  equipment  do  the  lack  of  training,  spare  parts,  and 
special  tools  and  test  equipment. 

RECC*1MENDATI0N:  The  best  piece  of  equiptent  will  become  useless  unless  it  is 
properly  fielded  to  a  unit.  This  is  true  in  peace  time  and  during  war.  We  must 
resist  the  terrptation  to  rush  a  "save  the  war”  system  to  the  field  unless  it  is 
properly  handed  over  to  the  unit  and  has  the  necessary  support  structure  in 
place. 

8.  SUBJECT:  Peace  time  meiintenance  structure  of  VII  Corps  could  not  support 
the  Corps  during  war. 

DISCUSSION:  Recent  reorganizations  within  the  2nd  COSCOM  of  VII  Corps  and  a 
heavy  reliance  in  Genrany  on  German  naintenance  personnel  in  Pirmasans  and  other 
locations  to  do  DS  and  GS  level  madntenance  had  made  2nd  COSCOM  unable  to 
perform  many  of  its  DS  and  GS  maintenance  missions  when  the  COSCOM  deployed  to 
SWA.  Seme  maintenance  units  had  acted  ais  an  equipment  pass  through  point  in 
Germany  and  no  longer  had  the  test  equipment,  maintenance  shelters,  ASL,  and 
training  and  experience  necessetry  to  perform  their  maintenance  missions.  Most 
of  the  LEMOOs  and  the  lEW  Maint  Det  of  VII  Oorps  were  unable  to  perform  their 
full  maintenance  missions  due  to  these  problems.  Seme  of  these  same  problems 
were  found  in  III  Corps  and  XVTII  Corps  maintenance  units  because  local  DOLs  had 
taken  over  much  of  the  DS/GS  maintenance  missions  of  the  organic  maintenance 
units.  The  SWA  war  has  taught  us  that  cill  CS  and  CSS  units  in  the  Anty  must  be 
prepared  to  deploy  anywhere  in  the  world  to  perform  their  missions  and  that 
these  units  must  stay  trained  and  equipped  to  perform  these  missions. 

RBCCWMENDATIONS :  The  organic  maintenance  suj^rt  structure  of  each  Division  and 
Corps  must  be  used  during  peace  time  to  insure  that  the  maintenance  units  will 
be  adequately  trained  and  equipped  to  perform  their  wartime  missions. 


9.  SUBJECT;  The  lEW  Special  Repair  Activity  support  structure  worked  in  SWA. 

DISCUSSION;  The  lEW  SRAs,  where  I^fC  personnel,  lEW  maintenance  contractor,  lEW 
LARs,  cuid  the  lEW  GS  Maintenance  detachments  were  co- located  provided 
outstanding  support  to  the  field.  15113  structure  provided  a  one  stop  shcpping 
for  the  MI  units  v^en  they  needed  supply  and  maintenance  assistance.  Hie  lEW 
LAR  provided  interface  between  the  MI  unit  and  the  maintenance  contractor  and 
the  GS  maintencuice  detachment  viiile  the  I^MZ  personnel  coordinated  lEW  sup^rt 
requirements  with  ARCEOT,  VII  and  XVIII  Corps,  AMC-SWA,  DMZ  and  CECOM-SWA.  Do 
to  the  quick  set  up  of  the  Rainbow  lEW  SRA  in  late  Aug  1990,  each  MI  unit 
(except  for  the  313th  MI  BN,  82nd  AiriDome  division)  coming  into  Saudi  Arabia 
vas  able  to  get  their  equipment  ccrpletely  checked  out  prior  to  deploying  from 
the  port.  The  success  of  the  lEW  SRAs  can  be  clearly  seen  from  the  high 
readiness  rates  that  each  ME  unit  experienced  soon  after  they  arrived  in 
country.  These  high  readiness  rates  were  maintained  throughout  Operations 
Desert  Shield  and  Desert  Storm. 

RECOMMENDATION;  The  success  of  a  close  working  relationship  between  UfC,  the 
lEW  LARs,  MANTECH,  and  the  GS  Maintenance  detachments  was  clearly  proven  in  SWA 
and  must  continue. 

10.  SUBJECT:  The  military  transportation  system  could  not  provide  adequate 
support  to  the  field. 

DISCUSSION:  There  were  numerous  problans  with  the  military  cargo  transportation 
system  that  supported  Operations  Desert  Shield/Storm.  Some  of  the  problems 
experienced  CONUS  were  cargo  placed  in  multipacJcs  destined  for  the  wrong  SSA, 
mismarked  and  misrouted  cargo,  and  high  priority  cargo  waiting  for  several  weeks 
to  be  shipped  from  New  Cumberland  Anny  Depot  or  at  Dover  AFB.  One  of  the 
problems  experienced  in  SWA  was  poor  control  of  inccming  cargo  at  the  APOD  that 
resulted  in  cargo  being  misplaced,  stolen,  picked  up  by  the  wrong  unit,  shipped 
to  the  wrong  SSA,  or  receipted  to  individuals  not  on  unit  signature  caxxls. 

Also,  there  were  many  problems  with  tracking  cargo  thru  the  transportation 
system.  Cargo  TCNs  could  be  changed  nany  times  frcm  point  of  origin  to  the 
ultimate  addressee  cind  the  Air  Force  did  a  poor  job  of  tracking  TCNs  arai 
matching  them  with  flight  mission  nuirisers.  It  was  very  difficult  to  tell  if  and 
vdien  a  particular  TCN  had  arrived  in  country.  Another  problem  that  CECCM/I^fC 
had  in  SWA  was  the  lack  of  available  EAC  transportation  support  to  move  cargo. 

It  was  usually  inpossible  for  CECOM  to  get  any  priority  for  transportation 
support  frcm  a  transportation  unit  of  the  22nd  Support  Caimand.  The  CECOM  SRA 
eventucLLly  had  to  lease  a  panel  truck  for  $3,200  per  month  while  the  LEW  SRA 
would  lease  a  5  ton  trac)c/ trailer  on  an  as  needed  basis. 

RECafENDATION;  The  ARMY  must  provide  better  training  on  APOD  operations  to 
their  port  transportation/supply  personnel.  Also,  autcmated  systems  should  be 
developed  for  tracking  cargo  through  the  transportation  system  and  at  APODs. 


11.  SUBJECT:  Not  encxigh  lEW  LARS  available  to  suf^xsrt  cirny  at  war. 

DISCUSSION:  In  SWA  the  allocation  coixrept  for  lEW  lARS  was  two  LARS  per  Corps 
and  one  LAR  for  all  of  the  AE  Bns  in  country.  Initially,  fran  the  period  of  Sep 
to  Dec  1990  this  allocation  was  adequate,  but  VsAien  VII  Corps  and  XVIII  Corps 
deployed  to  their  tacticcd  aissembly  areas  (TAA)  and  the  1st  and  2nd  MI  AE  Bns 
deployed  during  Jan  1991  it  quickly  became  evident  that  this  allocation  was 
not  adequate.  By  this  time  though,  it  wzis  too  late  to  get  more  LEW  LARs  in 
country. 

RECOMMENDATION:  The  need  for  a  dedicated  lEW  LAR  with  each  division  MI  BN, 

Corps  MI  Bde,  and  MI  AE  BN  was  proved  in  SWA.  In  addition,  due  to  the 
complexity  of  lEW  equipment,  LEW  LARS  must  first  be  naintenance  experts  and  then 
supply  experts. 

12.  SUBJECT:  Lack  of  M-1015  track  vehicle  and  iragic  nast  maj-r.tenance  sujport 
in  SWA. 

DISCUSSION:  The  primary  readiness  prc±)lems  for  MI  units  in  SWA  were  vehicle  and 
generator  systems  on  the  M-1015  track  vehicle.  A  shortage  of  trained 
naintenance  personnel  (in  the  divisions,  corps  and  in  TACOM)  and  spare  parts 
were  the  primary  prc±)lems  with  keeping  this  vehicle  up  and  running,  in  early 
Jan  1991  assistance  was  requested  from  TACOM  by  CECCM  LEW  personnel  to  help 
solve  M-1015  readiness  problems.  Locail  TACOM  personnel  were  slew  to  provide 
assistance  primarily  because  they  did  not  have  a  LAR  in  country  trained  on 
M-1015  repair.  It  wasn't  until  a  request  for  assistance  reached  TACOM 
headquarters  in  mid  Feb  that  TACOM  deployed  their  M-1015  expert  to  SWA.  The 
lack  of  trained  maintenance  personnel  caused  seme  magic  mast  naintenance 
problems  for  deployed  units.  Very  few  MI  Bns  had  52D  personnel  trained  on  nagic 
mast  repair.  Fortunately,  there  not  many  magic  nast  naintenance  problems  in  SWA 
and  those  that  did  occur  were  not  serious. 

RECCMIENDAnON :  The  naintenance  problems  with  the  M-1015  vehicle  are  well  known 
and  lEW  system  developers  are  already  planning  to  use  more  reliable  vehicles  for 
future  systems.  The  MACCXls  (FORSCCM  cind  USAREUR)  must  do  a  better  job  of 
insuring  that  personnel  receive  the  critical  specialized  training  that  is 
needed  to  maintain  the  lEW  systems.  TACC^  should  insure  that  each  division  have 
a  LAR  assigned  that  is  treiined  on  M-1015  repair. 

13.  SUBJECT:  NDI  Systems  in  SWA. 

DISCUSSION:  Prior  to  and  during  Operation  Desert  Shield  FORSCCM  fielded  severed 
NDI  systems  to  XVIII  Corps  aixi  VII  Corps.  There  were  nany  support  problems  for 
these  systems  in  SWA.  Most  of  these  systems  were  not  ruggedized  for  military  use 
in  a  desert  environment  and  experienced  high  failure  rates.  Due  to  the  quick 
fielding  of  most  of  the  NDI  systems,  operators  were  incidequately  trained  vdiich 
resulted  in  more  maintenance  problems  than  expected.  Another  problem  was  that 
PDRSCOM  never  provided  an  adequate  quantity  of  spare  parts  in  SWA.  In  fact,  on 
one  of  the  NDI  systans  ( Dragonf ix ) ,  no  spare  LRUs  were  purchased  for  sente  of  the 
system  LRUs.  The  FORSCCM  NDI  systems  were  developed  auxi  fielded  without  the  LEW 
readiness  cemnand's  (CLNMC)  involvement.  FORSCQM  was  so  protective  of  their  NDI 
systems  that  they  took  steps  to  insure  that  IMMO  personnel  and  the  lEW 
maintenance  contractor  personnel  in  SWA  were  not  involved,  in  anyway,  with  NDI 


system  maintenance.  This  situation  caused  nany  delays  in  getting  systems 
repaired  because  there  were  several  cases  where  the  GS  Jteint  Detachment,  who  had 
the  NDI  system  naintenance  mission,  was  not  available  to  repair  a  broken  NDI 
system  but  the  lEW  naintenance  contractor  was.  The  lEW  naintenance  contractor 
was  fully  cc^able  of  repairing  most  of  the  NDI  systems  hxit  PDRSCOM  would  not 
provide  spare  parts  and  naintenance  nanuals  and  would  not  authorize  the 
contractor  to  work  on  the  NDI  systems. 

RECCMIENDATIQNS ;  All  systems  fielded  to  Army  units  nust  be  fiilly  provisioned 
and  trained.  PORSCQM  developed  lEW  systems  are  no  different  from  other  lEW 
systems  and  the  lEW  readiness  conrand  must  be  made  part  of  the  development, 
fielding,  and  support  team. 

14.  SUBJECT:  Logistics  support  for  INSCOM  tacticcil  units. 

DISCUSSIC^:  The  normal  logistics  support  channel  for  INSCCM  units  is  thrcjugh 
the  ACSLOG  of  Headquarters  INSCOM.  As  vas  seen  with  the  201st  MI  Bn,  this 
logistics  support  system  will  not  work  when  a  tactical  INSCOM  unit  is  deployed 
in  a  long  term  operational  environment.  When  the  201st  MI  Bn  arrived  in  Saudi 
Arabia  they  were  unable  to  get  adequate  logistics  support  from  INSCCM  at  Ft. 
Belvoir.  EventuaLLly  the  201st  ME  Bn  arranged  for  in  country  support  from  DS 
maintenance  battalions  and  the  Rainbow  LEW  SRA  but  there  were  sane  delays  in 
getting  this  in  country  support  structure  put  in  place. 

RECX>MENDATICINS ;  INSCXM  tactical  units  should  have  the  same  logistics  support 
system  in  during  peace  and  war  and  this  support  system  should  be  the  same  one 
used  by  any  tacticcil  military  intelligence  unit  in  the  Amy. 

15.  SUBJECT:  MTOE  of  lEW  C3S  Detachments. 

DISCUSSION:  Several  problems  with  the  MGTEs  of  the  lEW  GS  maintenance 
detachments  (158th  from  Ft.  Bragg,  159th  from  Ft.  Hood,  and  the  263rd  from  VTI 
Corps  in  (Germany)  came  to  light  during  Operations  Desert  Shield/Storm.  Two  of 
the  detachments  {158th  and  263rd)  were  not  separate  organizations  but  were 
sections  of  a  Light  Equipment  Maintenance  Conpany  (LEMJO) .  In  addition,  these 
two  detachments  did  not  have  their  own  organic  tech  supply  section  wiiere  the  lEW 
spare  parts  are  normally  controlled  from.  (The  158th  Maint  Det.  initially 
deployed  as  a  separate  detachment  with  its  own  tech  supply  section) .  The  other 
detachment  (159th)  was  a  separate  detachment  with  its  own  conmander  and  tech 
supply  section  and  was  attached  to  a  naintenance  battalion  for  ccmtend  and 
control  purposes.  The  LEW  maintenance  detachments  must  be  able  to  operate 
independently  of  any  particular  maintenance  unit  due  to  their  unique  EflC  mission 
of  providing  limited  DS  through  GS  level  naintenance  for  lEW  systems  emyvhere 
throughout  the  theater  of  operations  and  thy  need  to  be  closely  aligned  with  the 
LEW  readiness  conmand's  (CIMPC)  LEW  maintenance  contractor.  It  was  proven  in 
SWA  that  the  lEW  curea  support  concept  within  ARGENT 's  theater  of  operations 
vAiere  the  lEW  maintenance  detachments  were  deployed  as  sepeurate  detachments  with 
their  own  tech  supply  capability  was  very  successful.  When  the  lEW  maintenance 
detachments  arrived  in  Saudi  Arabia  it  quickly  became  apparent  that  their  MIDE 
did  not  have  sufficient  support  equipment  authorized  for  the  units  to  perform 
all  of  their  maintenance  missions.  The  units  lacked  the  necessary  number  of 
maintenance  vans,  generators,  test  equipment,  5  ton  tractors,  contact  team  . 
vehicles,  and  people  to  perform  cill  of  the  missions  ea^iected  of  them.  Another 
MTOE  prc^lem  is  that  even  though  all  three  detachments  that  deployed  to  SWA  had 


the  same  ::issions,  each  unit  was  operating  under  different  MTOEs. 

RECCMMENDATIONS :  Based  on  the  lessons  learned  frcm  SWA,  a  detailed  study  should 
be  conducted  on  the  MTOE  of  the  lEW  GS  naintenance  detachments  so  that  it  can  be 
rewritten  to  reflect  the  equipment  and  personnel  requirements  needed  to 
accoiplish  all  assigned  naintenance  missions.  In  addition,  the  EfiC  mission  of 
the  detachments  (as  directed  by  DA  and  PQRSCCM)  should  be  recognized  by  the 
various  Corps,  where  these  detachments  are  attached  for  garrison  ccnnand  and 
control  purposes,  and  the  units  aligned  as  separate  detachments  with  their  own 
tech  supply  capability. 

16.  SUBJECT:  Different  maintenance  corcepts  in  CCNUS  and  USAPEUR 

DISCUSSION;  CONUS  and  USAREUR  based  MI  units  use  different  naintenance  concepts 
for  their  lEW  equipment.  In  USAREUR,  the  direct  support  maintenance  shop  of  the 
military  intelligence  battalion  turns  in  a  bad  LRU  to  their  maintenance  support 
activity  on  a  "tum-in  and  requisition"  bcisis.  The  unit  gets  a  tum-in 
document  for  the  bad  LRU  and  then  requisitions  a  new  LRU.  The  whole  process  is 
a  supply  transaction.  In  CONUS,  the  direct  support  maintenance  shop  of  the 
military  intelligence  battalion  turns  in  a  bad  LRU  to  their  maintenance  support 
activity  on  a  "repair  and  return"  basis.  The  unit  usually  uses  a  DA  Form  2407 
to  job  order  the  bad  LRU  into  the  itBintenaiK:e  activity  and  expects  the 
maintenance  activity  to  return  the  repaired  LRU  back  to  them  or  give  them  a 
replacement.  In  this  case  the  process  is  a  maintenance  transaction.  Problems 
occurred  in  SWA  because  CONUS  units  expected  a  "repair  and  return"  naintenance 
policy  while  the  USAREUR  units  expected  a  "tum-in  and  requisition"  policy. 
Rainbow  SRA  I  used  a  "repair  and  retiim"  policy  because  the  Mantech  personnel  at 
that  site  were  primarily  from  Ft.  Bragg.  Additional  problems  occurred  when 
Mantech  would  e^/acuate  LRUs  to  VHFS  for  depot  or  OEM  for  repsiir  on  a  "repair  and 
return"  basis.  The  NICP  was  expecting  a  "tum-in  and  requisition"  policy  to  be 
used  in  SWA  so  they  would  return  the  LRUs  to  stock  after  repair  so  Mantech  and 
the  unit  would  never  see  the  original  or  replacement  LRU.  To  confuse  matters 
more,  Mantech  did  have  a  small  nuitber  of  LRUs  sent  back  to  them  on  a  "repair  and 
return"  beisis. 

RECC^IMEINDAnCN :  All  lEW  SRAs  throughout  the  world  should  operate  using  the  same 
naintenance  policy.  For  GS  maintenance,  tum-in  and  requisition,  v^.erc  the 
maintenance  activity  repairs  for  the  shelf,  is  generally  the  preferred  method. 

17.  POC  for  this  report  is  the  undersigned  at  x5132. 

18.  CECC»I  BuTTCM  LINE:  The  Soldier. 


AppentSii  AY 

Wagner,  Steven  A.,  22  April  91,  Lessons  Learned  -  Deployed  Personnel 

[Memo] 


3  2A/^;1 

SELIM-PO  (090) 


MEMORANDUM  FOR  Chief,  Plans,  Policy,  Systems,  and  Budget, 

Ops  Div,  ATTN:  Chief,  EOC 

SUBJECT:  Lessons  Learned  -  Deployed  Personnel 


1.  The  following  is  my  input  to  the  Desert  Storm  Lessons  Learned 
for  deployed  military  personnel: 

a.  Name:  Wagner,  Steven  A.  CPT/0-3E  51B 

b.  SWA  Deployment:  27  January  1991  -  4  April  1991 

c.  SWA  deployment  mission:  Site  chief  for  SRA  III  and  IMMC 
representative  to  the  ARCENT  G4  Maintenance  Branch  (lEW  section) . 

2.  System/Equipment  Issues: 

a.  Fielding  of  NDI  equipment  during  combat  operations. 
Introduction  of  NDI  lEW  equipment  into  the  area  of  operations 
during  the  initial  phase  of  Desert  Storm  caused  much  concern  at 
ARCENT  HQs.  The  ARCENT  had  its  mission  cut  out  for  them  by  just 
trying  to  re-align  (task  organize)  the  General  Support  units  to 
support  the  standard  theater  lEW  systems.  New  lEW  equipment 
(NDI)  must  be  fielded  early  enough  into  the  field  to  allow  the 
maintenance  concept  to  be  properly  implemented  into  the  theater. 
If  the  ground  campaign  lasted  longer  than  it  had,  major 
logistical  problems  would  of  arisen  causing  low  readiness  rates 
for  the  NDI  equipment. 

3.  Logistical  Support: 

a.  Communications.  Communications  between  the  SRAs  and 
CONUS  were  poor.  Each  SRA  had  its  own  different  means  of  voice 
communication.  SRA  I  -  commercial  phone,  no  TAC  Line;  SRA  II  - 
Tac  Line,  No  commercial  phone;  SRA  III  -  TAC  Line,  no  commercial 
phone.  SRA  III  relied  on  the  ARCENT  G4  commercial  line  for 
communications.  However,  obtaining  an  international  dial  tone 
was  next  to  impossible  during  the  east  coast  business  hours. 

This  problem  was  partially  corrected  when  SRA  III  obtained  the 
IMMC  calling  card  account  number.  This  allowed  the  use  of  the 
local  Riyadh,  Saudi  Arabian  dial  tone  which  was  more  accessible 
during  the  peak  calling  hours.  The  fielding  of  the  GOLDWING 
system  greatly  improved  communications  between  the  SRAs.  But  it 
will  never  cease  to  amaze  me  that  during  a  war  we  still  have  to 
rely  on  the  commercial  telephone  for  communication  support. 

b.  Equipment  access.  The  purpose  of  SRA  III  was  to  provide 
over  the  shoulder  technical  maintenance  support  to  Echelon  above 
Corps  (EOC)  lEW  equipment  in  theater. 


SELIM-PO 

SUBJECT:  Lessons  Learned 

Most  of  the  support  was  designed  to  be  provided  by  the  MANTECH 
contractor  personnel  in  the  Riyadh  area.  In  order  to  gain  access 
to  the  lEW  equipment,  a  special  security  clearance  (above  secret) 
was  needed.  All  contractor  personnel  deployed  to  SRA  III  did 
possess  the  required  clearance.  This  caused  hardship  on  the  EOC 
units  that  had  to  provided  special  escort.  And  many  of  the  areas 
could  not  even  be  accessed  by  the  contractor  because  of  the 
sensitivity  of  the  mission.  Contractor  personnel  must  possess 
the  minimum  security  clearance  required  to  access  the  supported 
equipment.  If  not  the  customer  suffers.  No  matter  what  the 
intentions  are  of  the  support  element  -  that  element  must  satisfy 
the  customers'  needs  to  be  fully  successful. 

c.  Contractor  intentions.  It  is  my  belief  that  MANTECH  was 
not  totally  truthful  in  their  dealings  with  our  customer  in  the 
Riyadh  area.  During  the  month  of  March  CECOM-SWA  determined 
based  on  facts  which  were  gathered  in  theater  that  the  SRA  III 
mission  requirement  would  be  reduced  by  the  end  of  March  1991. 
Plans  were  made  by  the  CECOM  Senior  Command  Representative 
(CECOM-SCR)  to  close  SRA  III  and  transfer  its  support  mission  to 
SRA  I.  As  site  chief  I  attempted  to  communicate  these  plans  to 
the  Riyadh  customer  ensuring  that  support  would  still  be 
available.  To  my  amazement  I  discovered  that  the  MANTECH  SRA  III 
site  manager  was  briefing  the  Riyadh  customer  that  if  SRA  III 
closes  then  all  support  would  disappear.  I  believe  that  MANTECH 
used  this  tactic  to  frighten  the  customer  into  a  panic  causing 
the  customer  to  request  through  the  Director,  IMMC  to  keep  SRA 
III  open.  Whether  the  SRA  III  site  manager  received  guidance 
from  MANTECH  corporate  to  use  this  tactic  or  not  has  not  been 
proven  to  my  complete  satisfaction.  However  I  suspect  that  it 
might  have.  When  Mr.  Dan  Sears  was  in  country  during  the  mid 
part  of  March,  he  seemed  to  be  on  a  commercial  venture 
advertising  his  company's  capabilities.  MANTECH  failed  to 
realize  that  IMMC  was  their  primary  customer  and  not  the  field. 

As  the  ACOR  for  SRA  III  I  will  dictate  (with  peirmission  from 
VHFS)  on  the  mission.  But  every  time  I  tried  to  lay  out  a  plan 
for  closure  I  was  being  impeded  by  MANTECH.  It  seemed  that  no 
matter  what  my  guidance  to  MANTECH  was  it  was  being  challenged  by 
MANTECH  corporate.  Unacceptable  I 

4.  Deployment  of  military  personnel: 

a.  VHFS  CIF.  No  problem.  I  received  professional  service 
and  received  all  TA-50  required  for  deoloyment. 

b.  Aberdeen  Proving  Ground  MD.  Here  I  also  received 
professional  service  and  received  all  chemical  gear  required  for 
deployment. 


SELIM-PO 

SUBJECT:  Lessons  Learned 


c .  HQs  Co . ,  VHFS .  Two  problems . 

1) .  Deployment  of  IMA  personnel.  IMA  personnel  are 
not  in  position  to  be  deployed  on  a  moments  notice.  The  IMA 
program  is  designed  to  supplement  the  active  duty  force  that  has 
been  deployed  to  a  combat  theater.  If  operational  issues  dictate 
that  requires  an  IMA  soldier  to  be  deployed,  an  extra  two  weeks 
are  needed  to  get  the  IMA  soldier  in  a  deployable  status.  Most 
IMA  soldiers  do  not  have  active  medical  files.  All  medical  files 
are  kept  at  St  Louis,  MO.  and  must  be  locally  constructed 
requiring  extra  processing  time.  Also  other  personal  actions, 
i.e.  wills,  emergency  data  forms.  Powers  of  Attorney,  etc.,  take 
time  to  process.  IMA  soldiers  should  be  notified  of  impending 
overseas  movement  as  soon  as  operationally  possible.  Do  not  wait 
to  the  last  possible  minute. 

2)  .  Personal  Weapon.  HQ  VHFS  is  not  equipped  to 
provide  personal  weapons  to  IMA  soldiers  being  deployed.  I  had 
to  personally  work  the  issue  with  the  VHFS  DOL  to  obtain  a  .45 
cal  pistol.  Only  by  their  good  graces  was  this  possible.  HQ  Co. 
VHFS  must  take  positive  aggressive  actions  to  ensure  that  a 
soldier  is  properly  equipped  before  movement  into  a  combat  zone. 

I  should  not  have  to  procure  a  weapon  through  the  supply  system  - 
the  HQs  Co.  should. 

5.  POC  for  this  memorandum  is  the  undersigned,  SELIM-PO, 
extension  5077. 


CPT,  AD 
IMMC  EOC 


At^mntEx  AZ 

PeUissier,  Stephen  V.,  12  June  1991,  Lessons  Learned  -  DCSERT 

SHIELD/STORM  [Memo] 


SELIM-EOC 


12  June  1991 


MEMORANDUM  FOR  Director,  IMMC 

SUBJECT:  Lessons  Learned  -  DESERT  SHIELD/STORM 


1.  Per  memorandum  SELIM-PO,  Subject:  Lessons  Learned  -  Deployed 
Personnel,  the  following  is  submitted: 

a.  Stephen  Vincent  Pellissier,  lLT/02,  Branch:  Signal 

b.  Period  of  deployment:  1  Jan  91  to  22  May  91. 

c.  Description  of  duties:  Initially,  site  chief  for  the  lEW 
SRA  II  at  KKMC  and  ACOR  for  the  $3  million  Mantech  contract.  Later 
assumed  responsibility  for  all  lEW  SRAs  in  SWA. 

2.  SYSTEMS /EQUIPMENT  ISSUES: 

a.  Reliability  -  All  systems  and  eguipment  were  reliable  with 
the  exceptions  of  the  M1015  Cargo  Carrier  for  the  AN/MLQ-34  and  the 
Shelter  Mounted  Unit  for  the  AN/TRQ-32. 

b.  Performance  -  Overall,  the  performance  of  individual  lEW 
systems  electronic  components  was  excellent.  Many  failures 
encountered  in  this  theater  were  a  result  of  problems  normally 
unreported;  but  since  the  units  were  going  to  war,  all  problems 
surfaced  with  urgency.  Other  significant  reasons  for  equipment 
failure  and  persistently  deadline  systems  stemmed  from: 

1 )  A  lack  of  trained/knowledge  maintenance  personnel .  Not 
every  33T  can  (or  should  be  expected  to  be  able  to)  repair  every 
piece  of  lEW  equipment.  Further,  these  same  33s  were  also 
constantly  assigned  additional  tasks  (guard  duty,  patrols,  etc.) 
which,  as  a  result,  detracted  from  maintenance  time  and/or  sleep. 
This  training /knowledge  problem  is  also  evident  in  the  maintenance 
battalions  where  the  MlOlSs  are  repaired.  In  an  arena  where  tanks 
and  Bradley  fighting  vehicles  are  the  priority  for  repair,  MlOlSs 
often  have  the  lower  priority  for  both  parts  and  mechanics.  (A 
monumental  reason  for  getting  a  more  common  carrier  for  lEW 
systems  1 ) 

2)  A  lack  of  LRUs  and  piece  parts  for  repair.  lEW  LRUs  have 
always  been  in  low  density  -  which  makes  repair  difficult  during 
peace  and  even  worse  during  war.  We  are  extremely  fortunate  that 
in  this  war  the  enemy  lacked  intelligence  capabilities  and  we 
controlled  the  battle.  Had  this  been  a  prolonged  battle,  our  lEW 
spares  would  have  been  depleted  in  a  short  time,  which  would  have 
severely  crippled  our  intelligence  gaining  capabilities.  Another 
indirect  problem  with  spares  is  that  aviation  units  lacked  the 
ground  transportation  vehicles  to  carry  their  spares. 


3)  Most  MI  BNs  were  tasked  (in  training  and  war)  to  keep  up 
with  the  faster  moving  tanks  and  Bradleys.  In  the  desert  terrain, 
most  vehiclea  can  move  quickly,  but  still  cannot  keep  the  tanks. 

c.  The  outstanding/noteworthy /performance  issues  are  as 
follows; 

System;  Tacjam,  Trailblazer,  Teampack  (H) 

LRU;  M1015  Cargo  Carrier 

Problem;  Transmission  and  engine.  Problems  stem  from  the 
lack  of  trained  maintenance  personnel,  the  priority  for  repair  and 
parts ,  and  the  MI  Bns  not  coordinating  with  their  support 
maintenance  battalions . 

System;  Tacjcim 

LRU;  Ml 015  Cargo  Carrier,  Generator 

Problem;  With  the  60  KW  generator,  the  primary  problem  is  the 
PRU  which  requires  alignment  to  compensate  for  the  load  applied. 
Again,  problems  stem  from  the  lack  of  trained  maintenance 
personnel,  the  priority  for  repair  and  parts.  There  is  a  new  solid 
state  switch  for  the  generator  which  is  reportedly  successful  (ref. 
SFC  Miller,  TACOM  M1015  expert). 

System;  Tacjaun,  Trailblazer 

LRU;  R2144  receiver 

Problem;  The  theater  is  basically  zero  balanced  for  these 
receivers.  Luckily,  each  Tacjam  has  one  "extra”  in  the  system.  A 
possible  cause  of  the  high  failures  could  be  because  these 
receivers  are  swapped  while  power  is  still  applied  to  the  system. 
Apparently,  the  Navy  is  the  PICA,  and  B46  is  unauthorized  to  send 
them  directly  to  the  manufacturer  for  repair.  This  should  be 
changed  to  support  the  units. 

System;  Trailblazer,  Teammate 

LRU:  R2143  receiver 

Problem:  Again,  the  theater  is  basically  zero  balanced  for 

these  receivers.  A  possible  cause  of  the  high  failures  could  be 
because  these  receivers  are  swapped  while  power  is  still  applied  to 
the  system.  Apparently,  the  Navy  is  the  PICA,  and  B46  is 
unauthorized  to  send  them  directly  to  the  manufacturer  for  repair. 
This  should  be  changed  to  support  the  units. 

System;  Teammate 

LRU;  Shelter  Mounted  Unit 

Problem;  The  primary  problem  seems  to  be  in  the  voltage 
regulator  which  burns  out  at  a  high  rate. 

System:  MSQ-103 

LRU:  Video  Display  Unit  (VDU) 

Problem;  Historically  high  failure,  but  repairable  at  the  GS 
level . 

System;  MSQ-103 

LRU;  Mast  Head  Switch 


Problem:  Zero  balance  in  theater. 

System;  TRQ-32 

LRU;  HGAC  Control  Panel 

Problem:  Chip  U2  on  the  control  card. 

System:  Quickfix 

LRU :  Dipole  Antennas 

Problem:  Breakage  primarily  due  to  hard  landings. 

System;  TLQ-17A 
LRU :  Power  amps 

Problem:  High  VSWR  caused  by  an  impedance  mismatch  when 

operators  use  the  whip  antenna  instead  of  the  LPA.  This  burns  out 
the  transistors  in  the  power  2unps. 

System:  TLQ-17A  and  TRQ-32 
LRU ;  Air  conditioner 

Problem:  The  heat  encountered  during  the  summer  caused  the 

operators  to  run  the  air  conditioners  for  up  to  twenty  minutes 
before  the  mission  equipment  could  be  powered  up. 

System;  TRQ-32 

LRU:  Dipole  Antenna  Elements 

Problems:  The  five  (5)  pronged  connector  on  these  elements 

must  be  redesigned.  The  metal  is  brittle,  and  the  connector  is 
cumbersome . 

General  Comment;  It  should  also  be  noted  that  more  emphasis  should 
be  place  on  designing  lEW  systems  to  operate  in  the  HF  range.  As 
shown  in  this  theater,  HF  a  primary  range  in  the  EM  spectrum  for 
DF,  collection,  and  jcimming.  Luckily,  there  was  time  and  funds  to 
react  and  modify  some  systems  (i.e.  SANDCRAB,  the  Eyering  Antennas, 
etc . ) . 

3 .  LESSONS  LEARNED 

a .  CONTRACTOR  SUPPORT 

DISCUSSION:  During  OPERATIONS  DESERT  SHIELD  and  DESERT  STORM, 

CIMMC  depended  heavily  upon  contractor  support. 

PROS 

-The  contractors  got  the  job  done.  Given  the  field 
conditions,  the  lack  of  available  parts,  and  the  urgency  to  repair 
equipment,  they  accomplished  the  overall  mission. 

-I  had  few  complaints/problems  while  under  attack.  During  the 
months  of  Jan  and  Feb,  we  had  numerous  SCUD  attacks  at  all  hours  of 
the  day.  All  this  time,  morale  remained  high. 

-They  were  good  workers,  willing  to  do  additional  duties  on 
the  compound  as  necessary  (ie  forklift,  latrine  detail,  power 
generation,  etc.).  Most  of  them  were  prior  33Ts  (El  to  E4 )  so  they 
understood  military  situations  and  had  prior  training.  We  were 
very  fortunate  to  have  a  good  group  of  guys. 


-They  required  minimal  supervision  for  normal  activities.  It 
was  a  credit  to  the  site  managers  and  management  supervisors  that 
there  was  no  need  for  me  to  monitor  the  day  to  day  operation  of  the 
SRAs . 

CONS 

-Most  of  them  were  not  qualified  to  be  senior  technicians, 
even  though  that  was  the  position  they  held.  Some  of  the 
contractors  that  actually  were  qualified  senior  technicians 
resented  the  fact  that  Mantech  had  hired  personnel  which  were  less 
than  qualified.  (This  bothered  the  senior  technicians  because  it 
deflated  their  status.)  Anyway,  I  feel  it  was  incorrect  for 
Mantech  to  hire  unqualified  personnel. 

-The  cost  for  ICS  was  much  more  than  the  quality  of  work. 
From  the  discussion  above,  for  example,  Mantech  charged  the 
Government  for  senior  technicians,  yet  that  is  not  what  the 
Government  received. 

-The  contractors  were  not  trained  in  using  the  Army  System  to 
accomplish  tasks  (i.e.  movement  and  lift  of  equipment, 
requisitions ) .  Too  often  the  contractors  relied  solely  upon 
subcontracting  and  local  purchase  to  accomplish  tasks  that  could  be 
coordinated  by  using  the  system. 

-Contracts  are  not  flexible  enough  to  provide  optimal  support 
in  a  fluid  environment.  It  took  entirely  too  long  to  modify  the 
Delivery  Orders,  get  it  through  legal,  negotiated,  and  awarded  to 
provide  prompt  support.  Additionally,  there  were  times  when  I 
needed  the  contractors  to  change  focus  as  the  situation  changed, 
but  it  often  took  coordination  all  the  way  back  to  VHFS.  Case  in 
point,  when  KKMC  became  the  center  of  gravity  in  the  KTO,  I  needed 
more  support  at  SRA  II.  If  I  had  a  team  of  NCOs  instead  of 
contractors,  I  could  have  simply  told  then  to  come  up;  however, 
with  the  contractors,  I  had  to  get  approval  from  CONUS  first. 

-Civilians  do  not  belong  in  a  combat  environment.  1)  They 
become  a  liability  for  which  soldiers  must  provide  protection, 
food,  lodging,  training,  etc.  2)  Being  outside  the  military,  they 
are  not  bound  by  Army  regulations  and,  therefore,  are  not  required 
to  follow  orders.  3)  The  civilians  themselves  are  at  risk  because, 
being  noncombatants,  they  cannot  protect  themselves.  4)  The 
contractors'  insurance  (health  and  life)  hindered  their 
effectiveness  since  it  did  not  cover  them  in  Iraq  and  Kuwait 
(initially  anyway).  As  such,  I  could  not  require  the  contractors 
to  go  on  contact  missions  in  Iraq  and  Kuwait  (luckily,  some  of  them 
volunteered)  . 

BOTTOM  LINE :  There  was  nothing  the  contractors  did  to  support  the 
MI  units  that  a  similarly  equipped  team  of  NCOs  (EG  from  NETT) 
could  not  accomplish  for  much  less  hassle,  time,  and  money. 

LESSON  LEARNED:  Contractor  support  is  like  the  welfare  program: 
Initially,  it  was  needed  to  supplement  green  suit  support  or  to 
support  a  newly  fielded  system.  However,  as  time  has  passed,  we 
(and  the  unit  commanders)  have  come  to  depend  exclusively  on 
contractors  for  support.  We  write  statements  of  work  that  demand 
highly  professional  work,  pour  millions  of  dollars  into  contracts. 


and  end  up  having  ex-military  technicians  so  the  seune  work  that 
soldiers  can  do.  In  the  end,  only  the  corporation  (management 
level  contractors)  wins. 

SOLUTION:  Effectively  utilize  contract  support  by  using  them  only 
when  necessary  (ie  during  fielding  of  new  systems  or  when  the 
expertise  does  not  exist  in  the  military)  .  At  the  same  time,  force 
the  military  technicians  to  do  their  job  without  the  crutch  of 
having  contractors  to  back  them  up. 

b.  Military  Technicians  (33  MOS ) 

DISCUSSION:  In  the  past  few  years,  the  standards  for  becoming  a 
33T  (Electronics  Technician)  have  been  lowered,  thereby  allowing 
more  people  in  the  field  to  fill  slots. 

PROS 

-There  is  no  critical  shortage  in  the  MOS 
-More  minorities  are  in  the  field 


CONS 

-Soldiers  entering  the  field  are  not  truly  qualified.  At 
school  they  are  not  provided  adequate  education. 

-Soldiers  have  come  to  depend  upon  contractor  support. 

LESSON  LEARNED /SOLUTION:  Provide  adequate  training  to  soldiers  and 
force  them  to  utilize  their  capabilities  to  do  their  job. 

c .  FIELDINGS 

DISCUSSION:  Program  managers  for  all  systems  saw  DESERT  SHIELD  as 
a  perfect  opportunity  to  field  new  system  upgrades  using  DESERT 
SHIELD/STORM  funding.  Unfortunately,  the  units  were  busy  trying 
to  get  the  equipment  already  on  hand  ready  to  go  to  war. 

PROS 

-System  upgrades  which  were  previously  unavailable  due  to  lack 
of  funding  could  be  fielded. 

-Units  received  much  needed  upgrades . 

-Some  fieldings  worked  out  great.  For  example  the  Sandcrab 
was  a  definite  combat  multiplier  for  the  coalition  forces  and  the 
TROJAN  fielding  provided  excellent  COMMS  worldwide. 

CONS 

-Units  did  not  have  the  time  to  stop  training  for  fieldings 
-Some  fieldings  were  incomplete;  often  the  fielding  lacked 
spares.  Case  in  point,  the  chemical  protective  equipment  (CPE)  for 
TACJAMS:  The  fielding  team  went  to  the  101  MI  DET;  They  pulled 

LRUs  out  of  the  systems  (and  left  them  in  the  sand  and  rain); 
damaged  the  connectors;  drilled  holes  in  the  shelter  to  mount  the 
CPE  (but  didn't  mount  the  equipment);  then  realized  that  they  did 
not  have  the  complete  MWO  Kit  -  they  left  the  unit  in  that  state. 
Later,  they  returned  and  mounted  the  equipment  they  had,  but  it  was 
still  incomplete.  The  unit  had  almost  two  weeks  of  down  system 


tline  because  of  this  fielding.  When  the  word  got  out  to  the  other 
units /  they  didn’t  want  the  CPE. 

-Maintenance  personnel  often  did  not  receive  adequate  training 
to  maintain  the  upgrades. 

LESSONS  LEARNED/SOLUTION:  Wartime  is  a  bad  time  to  field  new 

equipment.  Progrcim  managers  must  commit  money  for  new  fieldings 
during  peacetime  so  they  are  not  playing  catch  up  at  the  eleventh 
hour. 


d.  TEST  PROGRAM  SETS 

DISCUSSION:  IMMC  fielded  lEW  TPSs  to  the  EQUATE  units  in  SWA. 
Unfortunately,  the  timing  was  bad.  The  units  received  little 
training  and  many  of  the  TPSs  were  incomplete.  Rather  than  giving 
my  impression  of  TPSs,  I  took  the  following  notes  from  the  NCOICs 
of  the  150th  and  the  ISSrd  EQUATE  Dets: 

-The  TPSs  in  the  MSM-105  work  for  other  systems  (Firefinder, 
UGC-74),  but  not  for  the  lEW  systems. 

-The  plug-in  modules  have  a  design  flaw;  they  slide  down 
(against  the  contacts)  rather  than  in  the  direction  of  the  contacts 
as  shown  below: 
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as  it  should  be 


-The  TPSs  need  to  be  physically  designed  to  fit  the  MSM-105 
system.  For  example,  cables  and  probes  sometimes  did  not  reach  the 
connector  ends.  The  confined  space  within  the  maintenance  van  also 
needs  to  be  a  consideration. 

-The  software  is  inflexible:  1)  The  operators  were  unable  to 
restart  a  segment  of  the  TPS;  instead,  the  entire  module  had  to  be 
restarted.  2)  There  needs  to  be  more  entry  points,  and  the 
locations  of  the  entry  points  need  to  be  listed  at  the  top  of  the 
program.  3)  When  a  box  is  repaired  the  operator  should  not  have  to 
restart  for  initial  verification. 

-There  was  no  access  to  compiler.  Some  MSM-105s  had  compilers 
loaded,  but  the  soldiers  did  not  have  the  passwords. 

-The  software  sometimes  told  the  operator  to  "wait”.  Instead, 
it  should  display  how  long  the  operator  has  to  wait  and  what  the 
progrcim  is  doing.  As  it  is,  the  operator  has  no  idea  if  the  system 
has  crashed. 

-The  TPSs  lacked  flexible  specifications  (ranges  of  tolerance) 
for  compatibility  with  hot  mock-ups.  Also,  sometimes  when  the 
voltages  were  shown  to  be  in  acceptable  range  the  TPS  failed. 

-TPSs  were  incomplete,  lacking  extender  cards,  power  supplies, 
card  pullers,  and  cables. 

-Manuals  and  software  misidentif ied  parts  (ie  software  called 
for  a  -1  part  while  only  -2  parts  were  in  the  boxes).  While  this 


is  not  a  major  problem,  it  adds  to  the  overall  confusion  in  running 
TPSs. 

-To  effectively  operate  the  MSM-105  operators  need  level  40 
manuals,  and  for  trouble  shooting,  level  20  manuals  are  needed  for 
each  system. 

-TPSs  need  to  keep  up  with  the  design  changes  made  on  systems. 
For  ex2unple,  the  differences  between  the  GTE  and  AEL  TACJAMs  are 
not  compensated  for  in  the  TPSs. 

-If  EQUATE  detachments  are  required  to  support  lEW  equipment, 
they  need  the  EAPSL  and  the  authority  to  requisition  repair  parts. 

LESSONS  LEARNED:  TPS  packages  need  to  be  thoroughly  verified  and 
validated  prior  to  fielding.  The  time  required  to  run  a  TPS  and 
the  restrictions  of  the  software  do  not  lend  themselves  for  use  as 
a  tool  for  repair  nor  do  they  operate  effectively  in  a  battle 
environment.  Moreover,  if  the  money  that  has  been  spent  on  TPSs 
for  the  past  ten  years  had  been  spent  on  spares,  there  would  have 
been  no  shortages  on  spares  and  repair  parts  in  SWA. 

SOLUTIONS;  From  an  engineering  aspect,  the  concept  of  TPSs  is  a 
great  idea.  The  capability  of  feeding  input  signals  ana  monitoring 
the  outputs  of  electronic  devices  is  a  powerful  troubleshooting 
tool.  However,  due  to  the  complexity  of  TPSs,  the  skill  required 
to  operate  them,  and  the  knowledge  of  electronics  required  to 
interpret  the  output,  it  is  inherent  that  people  will  be  slow  to 
accept  them.  Therefore,  this  Center  MUST  insure  that  a  complete, 
fully  tested  product  is  fielded  ana  that  there  is  ample  time  to 
train  the  units  on  their  operation. 

e .  SUPPLY ; 

DISCUSSION:  The  CECOM  community  as  a  whole  in  SWA  spent  an 
inordinate  amount  of  time  assisting  the  units  in  expediting  NMCS 
requisitions  and  developing  push  packages  to  ensure  continuing 
support  with  respect  to  maintenance  requirements.  By  assisting  the 
many  units  in  Saudi  Arabia,  CECOM-SWA  became  the  resident  experts 
on  the  in  country  supply  system  and  spent  many  hours  at  the 
numerous  APODs  and  supply  support  activities  identifying  for  the 
support  personnel  the  correct  customer. 

One  thing  that  needs  to  be  expressed  is  the  impression  the 
units  have  developed  towards  the  NICPs.  I  noticed  it  in  SWA,  but 
it  probably  holds  worldwide.  No  matter  how  many  push  packages  were 
sent  or  requisitions  were  filled,  the  MI  units  in  SWA  never  felt 
comfortable  with  the  number  of  spares  they  had  at  any  given  time. 
They  always  felt  the  item  managers  were  holding  back  LRUs,  rather 
than  filling  requisitions  (this  comes,  in  part,  from  the  numerous 
cancellations  of  requisitions).  As  a  result,  units  developed  a 
sense  of  animosity  and  mistrust  towards  the  NICP  and  the  item 
managers.  Unfortunately,  I'm  sure  the  item  managers  did  everything 
they  could  to  release  as  much  stock  as  possible  to  the  units.  The 
lack  of  lEW  LRUs  in  SWA  could  not  be  pinpointed  to  one  reason; 
instead,  it  was  due  to  a  number  of  reasons,  some  of  which  are  shown 
below; 


-  There  is  a  low  density  of  LRUs  in  stock.  Thus,  if  some  of 
these  LRUs  are  in  the  supply  pipeline,  a  shortage  is  seen  by  both 
the  item  managers  and  the  customer  units. 

-  The  MI  systems  were  heavily  utilized.  Leading  up  to  Desert 
Storm  the  MI  units  were  training  with  the  armor  units  just  as  they 
planned  to  go  into  battle.  Thus,  the  units  were  in  a  situation 
where  they  were  not  cheating  on  their  readiness  reports  as  done  on 
ARTEPs.  Additionally,  training  as  they  were,  the  units  were 
pushing  the  carriers  to  their  limits  in  trying  to  keep  up  with  the 
faster  moving  tanks  and  BFVs. 

-  Problems  with  turning  around  equipment  sent  back  to  the 
NICP.  For  example,  the  R2142  and  R2144  Receivers  were  in  extremely 
short  supply:  Mantech  had  returned  over  50  to  the  NICP,  the  units 
had  no  spares,  and  were  starting  to  canabalize  systems  to  gain 
stock  of  the  receivers. 

-  Frustrated  Cargo.  A  lot  of  equipment  shipped  to  SWA  never 
reached  its  destination.  Units  were  moving  so  often  that  they  were 
unable  to  wait  for  equipment.  Thus,  the  yards  in  Dhahran,  and  even 
KKMC,  filled  with  acres  of  frustrated  cargo.  Additionally,  the 
tech  supplies  to  which  most  of  the  SRAs'  and  GS  Dets'  equipment  was 
sent  would  have  "moonlight  specials"  prior  to  relocating.  Thus, 
if  you  weren't  keeping  a  constant  watch  of  their  incoming 
shipments,  you  may  miss  out. 

LESSON  LEARNED /SOLUTION:  The  item  managers  need  to  win  back  the 
trust  of  the  units.  The  units  need  to  feel  that  the  item  managers 
are  acting  in  their  best  interests.  The  best  way  to  do  this  would 
be  to  send  the  item  managers  on  TDY  to  visit  the  units  and  gain  an 
appreciation  of  what  the  units  mission  is  and  how  they  go  about 
accomplishing  it.  Additionally,  adequate  spares  must  be  purchased 
with  the  systems  up  front  so  they're  available  when  needed. 

f.  DEPLOYMENT  OF  A  TDA  ORGANIZATION: 

DISCUSSION: 

Personnel  -  There  was  no  guidance  for  processing  for 
deployment  except  in  fragmented  bits  and  pieces.  Moreover,  the 
garrison  was  incapable  of  processing  personnel:  CIF  did  not  have 
adequate  stocks  of  TA-50  (to  include  protective  masks  and  MOPP 
gear!),  the  arms  room  did  not  have  ammunition,  the  health  center 
did  not  have  serum  for  shots.  Luckily,  the  201  MI  BN  issued  me  TA- 
50;  otherwise,  I  could  not  have  deployed. 

Communications  -  Communications  with  the  units  was  difficult 
at  best.  The  TO&E  units  in  SWA  were  normally  equipped  with  the 
AN/VRC-12  series  FM  radio.  The  lEW  SRAs,  and  all  of  AMC  for  that 
matter,  did  not  have  these  radios,  and  relied  on  other  means  of 
communications.  While  the  units  were  stationary,  the  tactical 
field  phones  provided  by  the  Signal  Battalions  were  about  60% 
reliable,  but  the  only  reliable  way  to  contact  the  units  was  to 
drive  out  and  meet  them  face  to  face. 

Until  the  CECOM-SWA  sceived  the  Goldwings,  communications 
cunong  the  SRAs  was  also  unreliable  and  difficult.  Prior  to  this. 


SRA  I  had  only  commercial  access,  SRA  II  had  only  tac  phone  access 
(with  limited  cellular  phone  access),  and  SRA  III  had  commercial 
and  tac  access.  Thus,  the  Goldwings  were  a  definite  success  for 
communications  among  the  SRAs . 

LESSON  LEARNED/SOLUTION:  TDA  organizations  should  not  deploy 
personnel  to  hostile  areas  unless  they  are  willing  to  insure  the 
individuals  are  properly  outfitted  for  survival.  This  should  be 
the  organization's  responsibility,  not  the  individual's. 

RECOMMENDATION:  It  may  be  possible,  considering  the  distance  HF 
signals  propagate,  to  establish  a  Goldwing  network  among  the  IMMC 
readiness  office  and  the  SRAs  currently  in  operation.  Then,  if  the 
situation  arises  again  where  an  SRA  needs  to  be  established  in  a 
remote  area,  communications  between  it  and  IMMC  could  be  made  via 
Goldwing . 

4.  POC  for  this  action  is  the  undersigned. 

5.  CECOM  Bottom  Line:  THE  SOLDIER. 


STEPHEN  V.  PELLISSIER 
ILT,  SC 
01 C,  EOC 


AppentSx  BA 

Bander,  Robert  E.,  19  April  1991,  Lessons  Learned  -  DepLoyed 

Personnel  [Memo] 


SELTM-S  (SELTM-PO/Urrlated)  (690)  MSG  Bender/de/ 5 121 
SUBJECT:  Lessons  Learned  -  D^loyed  Personnel 


1  9  APR  1991 


Director,  Strategic  Systems,  ATIN:  MSG  Bender 

FOR  Chief,  Plans,  Policy,  Systems,  and  Budget,  Div,  ATIN:  Chief,  BOC 


1.  Ihe  following  information  is  provided  regarding  ny  d^loyment  to  SWA  in 
support  of  Operation  Desert  Shield/Desert  Storm  as  well  as  my  tour  in  the 
Elnergency  Operation  Center  (BOC)  at  USAdMC  after  ny  return  from  SWA. 

a.  Name:  BENDER,  ROBERT  E.  MSG/E-8  33Z5M 

b.  SWA  D^loyment:  2  90  -  26  Nov  90 

EOC:  15  Jan  91  -  24  Mar  91 

c.  SWA  Deployment:  Initial  NOOIC  of  SRA  I.  Ihe  purpose  of  my  trip  was  to 
help  set  up  SRA  I,  make  unit  contact,  and  ensure  full  c^jerational  support  from 
the  SRA  to  eLLL  in-theater  supported  MI  umits. 

d.  Systems/Equipment  Issues: 

(1)  Reliability  -  I  feel  the  electronics  of  the  big  six  lEW  systems 
held  up  better  than  anyone  could  ever  imagine.  Ihe  hardware  itself,  cperating 
under  extreme  heat  conditions,  the  massive  movement  both  from  CONUS  to  SWA  as 
well  as  movement  throu^out  the  desert,  caused  few  problems  for  the  technicians. 
Ihis,  however,  was  not  true  for  the  prime  movers  of  these  systems.  Major 
vehicle  prcijlems  and  generator  problems  (cai^sed  by  the  sand  and  terrain) 
resulted  for  the  hipest  percentage  of  down  time  on  the  lEW  systems.  It 
appeared  to  me  that  in  the  early  sta«^es  of  d^loyment  that  very  little 
cammunication  between  comrnand  elements  (TAOCM,  AMOOCM,  CECEM,  MIOCM,  etc.) 
existed  vhich  resulted  in  very  poor  support  for  the  vehicles  and  system 
generators.  Ihis  rapidly  inproved  over  time. 

(2)  Logistics  Support  -  As  far  as  the  end  item  part  availabili-^  for 
the  big  six  lEW  systems,  I  feel  we  were  well  stocJced  in  IRUs  after  the  initial 
push  packets  were  shipped  to  the  SRA.  Ihe  comraunications  between  OCMJS  and  the 
SRA  were  good  throu(^  Mantech;  better  after  the  SRA  got  their  own  telephone  line 
and  much  better  once  the  SIU  was  keyed  and  the  FAX  machine  arrived.  Ihe  in¬ 
theater  ccmmunications  was  a  disaster.  Initially,  the  only  means  of 
communications  between  the  SRA  and  supported  units  was  actual  visits  to  the 
units  by  the  SRA  team  or  to  the  SRA  by  the  units.  Ihis  made  for  a  very  trying, 
hit  or  miss  environment.  As  we  traveled  to  a  unit  with  repaired  IRUs,  we  did 
not  know  if  they  had  any  other  defective  equipment  until  we  arrived  at  their 
site.  With  advance  notice,  we  could  have  brought  needed  LRUs  to  them.  Ihis  was 
fixed  when  the  SRAs  received  the  GOIDWING  system  to  communicate  from  one  SRA  to 
cinother,  as  well  as  to  the  units,  as  they  already  had  GOIIWING  systems. 
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SEUM-S 

SUBJECT:  Lessons  Learned  -  Delayed  Personnel 


Transportation  initially  was  the  least  of  our  prchlems  as  most  of  the  units  were 
staged  close  to  the  SRA.  After  more  units  beg^  arriving,  and  they  were  placed 
throughout  the  desert,  transportation  started  beccming  a  problem  because  as  the 
units  began  setting  in  c^Derational  areas  with  their  equipment,  security 
ti^tened.  Contract  personnel  required  military  escorts  initially  to  enter 
these  sites.  A  local  policy  requiring  two  personnel  in  every  vehicle 
(especially  at  ni<^t)  really  caused  transportation  problems  as  we  were  able  to 
visit  only  half  the  units  in  a  given  period  of  time  when  required  to  double 
As  the  units  moved  further  into  desert  areas,  the  requirement  for  four-vheel 
drive  vehicles  came.  These  vehicles  were  very  e:g»nsive  and  also  hard  to  find 
on  the  eccmicny.  As  far  as  other  logistical  areas,  better  coordination  between 
Logistic  Assistance  R^resentatives  (lARs)  and  the  units  would  have  helped. 

Some  units  d^loyed  to  SWA  without  any  structured  vehicle/pcwer  repair  support 
as  in  OCMJS  environments,  these  r^airs  were  done  by  the  installation  DDLs. 
However,  the  DOLs  did  not  d^loy  to  SWA,  causing  the  military  r^air  chain  of 
ccmmand  to  figure  out  viho  did  vhat  for  whcm  -  r^resentatives  from  seme 
activities,  i.e.,  TAOCM,  CEOCM,  AUSCCM,  etc.  -  did  not  understand  true 
responsibilities  in  support  of  lEW  systems,  specifically  the  vehicles  and 
generators.  Often  times  they  addressed  the  entire  system  as  an  lEW  system, 
including  the  vehicle  and  generators.  This  created  allot  of  trouble  initially 
as  most  system  failures  were  due  to  vehicle/generator  problems. 

(3)  Processes  -  The  preparation  for  deployment  seemed  totally 
uncontrolled  initially.  Without  having  a  firm  concept  of  vhat  needed  to  be 
done,  little  planning  for  a  team  to  dqploy  could  be  done.  Sv^jport  agencies  on 
post  (TAG,  MEIX3AC,  PSC,  HQ  Co)  seemed  eager  and  well  pr^sared  to  si^port  our 
soldiers  for  deployment.  Training  on  NBC  and  weapons  was  provided  to  the 
initial  d^loyment  team  by  HQ  Co.  Personnel  identified  for  initial  d^loyment 
were  qualified,  processed,  and  equipped  to  d^jart.  Hewever,  this  took  quite  a 
bit  of  coordination  with  IX)L,  GIF  (both  VHFS  and  CEOCM) ,  and  Co.  In  being  a 
TEA  organization,  the  authorization  for  required  equipment  did  not  exist. 
However,  after  the  initial  team  deployed,  and  problem  areas  were  addressed,  I 
feel  that  action  to  irtprove  these  deficiencies  could  have  been  better.  It 
seemed  as  time  went  on  and  new  procedures  were  established  for  d^loyment 
(Aberdeen) ,  things  got  worse  instead  of  better.  Weapon  support  and  NBC  support 
were  very  poor  and  needs  to  be  looked  at  hard  for  future  possible  deployments. 
Also,  a  regular  program  of  pre-qualification  and  readiness  of  deployable 
personnel  (correct  MOS,  grade,  physical  profile,  extreme  family  problems/ 
cijxumstances)  should  be  evaluated  and  i^dated  on  a  continuous  basis.  Using  the 
correct  soldier  to  acccmplish  mission  may  mean  degrading  a  function  of  a 
specific  directorate  at  the  time,  but  we  must  qualify  and  train  personnel  to 
assume  these  duties  in  the  absence  of  that  particular  soldier/civilian. 

Althou^  the  wor)d.oad  and  mission  requirenents  centered  on  SWA  during  the  recent 
months,  the  mission  support  for  other  agencies/missions  continued  by  USACIMMC. 
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SELDt-SM 

SUBJECT:  lessens  Learned  -  D^Iqyed  Perscnnel 


(4)  ECX:  -  Ihe  BOC  vias  a  great  concept  and  acoenplished  more  than  one 
can  imagine.  However,  it  appeared  fren  SNA  that  it  was  hard  to  figure  out  vAio 
was  in  charge.  Many  times  when  questions/taskings  were  sent  cut  from  the  SSk, 
it  took  forever  to  get  an  answer  or  instead  of  getting  an  answer,  you  got  more 
questions.  This  irproved  throuc^  time  but  still  >7rpmrd  frustrating.  In  working 
in  the  EOC,  it  semetimes  seemed  that  a  priority  system  would  have  helped  solve 
sene  issues.  Seme  taskings  seemed  to  stay  on  the  open  action  log  for  quite 
sometime  without  any  re^xsnse.  Althcu^  some  issues  probably  seemed  unirportant 
or  minor  to  some  people,  I'm  sure  it  was  irportant  to  the  person  generating  the 
request.  I  jxist  feel  that  those  vho  served  there,  e^^ecially  during  Desert 
Storm,  were  deserving  of  our  total  attention  and  interest  but  it  ^pcmpd  that  the 
longer  we  were  there,  the  less  the  interest  back  here  seemed.  Ma^te  that  was 
human  nature,  but  could  we  have  done  better? 

2.  POC  for  this  action  is  the  undersigned,  SELIM-S,  extension  5121. 

3.  CECEM  Bottom  Line:  THE  SOLDIER. 


MSG,  NCOIC 

Strategic  System  Directorate 
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Appendix  BB 

StaVord,  Michael  T.,  undated.  Lessons  learned  -  Deployed  Personnel 

[Memo] 


SELIM-PO  (690) 

SUBJECT:  Lessons  learned  -  Delayed  Personnel 


1.  The  following  information  is  provided  regarding  ity  deployment  to  SWA 
in  stapport  of  Operation  Desert  Shield/Desert  Storm. 

a.  Name:  STALEDRD,  MICHAEL  T.  SSG/E-633T30 

b.  SWA  Deployment:  20  Oct  90 

20  Nov  90 

16  Feb  91 

13  May  91 

c.  Purpose  of  trip  ending  20  Nov  90:  The  goed  was  to  field  the 
TSO-138  to  the  124th  ME  BN.  This  unit  received  only  a  partial  NET 
before  they  deployed. 

d.  Purpose  of  trip  ending  13  my  91;  NCOIC  for  SPA  II,  provided 
technical  support  for  all  of  theater,  worked  supply  issues  for  units. 

2.  Systems /Equipment  Issues 

a.  Reliability  -  Given  the  extreme  weather  conditions  foi  3WA, 
tenperatures  ranging  between  50-130  degrees  fahrenheit/sand  storms,  the 
equipment  within  the  realm  of  the  big  six  lEW  systems  performed  far 
better  than  expected. 

b.  Performance  -  All  of  the  big  six  acccnpl^shed  their 
individual  missions.  Howefver,  certain  types  of  equipment  were  more 
valuable  than  others.  The  TSQ-138  and  the  TRO-32  had  great  collection 
missions,  but  since  the  Iraqi  amy  prefers  using  HF  over  VHF  our  DF 
capabilities  with  these  systems  were  limited.  The  MlOlS's  were  the 
biggest  downfall  for  the  entire  big  six.  They  were  constantly  in  need 
of  maintenance  and  the  on  boca:d  60RW  generator  was  incperable 
aEproximately  50%  of  the  time.  Units  with  the  TSQ-138  had  problems 
maintaining  convoy  speeds  because  of  the  ccntoined  weight  of  the  M1015, 
the  electronics  shelter  and  the  TSU-138  (Trailer  Support  Unit).  The 
average  maximum  speed  of  the  system  was  eibout  20-25  MPH.  Seme  units 
even  went  so  far  as  to  send  the  TSQ-138 's  in  separate  convoys  because 
they  couldn't  keep  up.  The  Air-corxiitioning  within  the  TSQ-138  worked 
extremely  well.  This  was  due  to  the  lew  humidity.  Even  though  it  wcis 
130  degrees  the  A/C  did  not  fail. 

c.  Problem  areas  -  One  prcblem  area  is  the  vulnerability  of  the 
air-conditioning  within  the  TSQ-138  and  MDQ-34.  On  both  of  these 
systems,  the  A/C  is  mounted  outside  of  the  shelter,  and  therefore, 
susceptible  to  snail  arms.  During  the  battle  the  FLCT  was  moving  so  fast 
that  semetimes  the  lEW  assets  were  closer  to  the  front  line  then  they 
should  have  been.  The  533rd  had  a  MEiQ-34  that  took  an  AK-47  round  in 
the  A/C;  the  round  punctured  the  freon  line.  This  disabled  the  A/C  and 
in  turn  cilso  disabled  the  whole  system.  The  freon  lines  cure  iiade  of  a 


metal  tubing  and  have  to  be  brazed,  not  welded,  to  be  fixed.  Not  all 
units  have  this  capability.  Also,  it  takes  a  small  crane  and 
^sproocimately  3  personnel  to  remove  an  A/C  frcm  either  a  TSQ-138  or  a 
MLQ-34. 

2.  Logistics  Support 

a.  Parts  availability  -  concern  is  the  availability  of  the 
UYK-64  ccnputer  and  the  UYK-10  expansiixi  chassis,  lhat  vas  a  hi^ 
failure  item  and  there  were  seme  systems  down  waiting  for  UYK-64 's  and 
UYK-lO's. 

b.  Delivery  time  -  One  of  the  biggest  problems  during  the  war 
was  the  amount  of  time  it  took  parts  to  get  to  the  units  once  they  were 
ordered.  Hie  lElW  DETT's  were  constantly  moving  and  did  not  always  use 
the  same  supply  cenpanies.  The  158th  for  exanple  had  parts  ordered 
under  6  different  DODAflC's.  Once  these  parts  came  into  country  there 
was  no  saying  how  long  it  would  take  those  parts  to  get  the  units.  Hie 
parts  would  just  sit  in  a  supply  company's  yard  until  someone  to  and  get 
them  or  they  were  handed  out  on  a  first  come  first  serve  basis  (That 
really  did  happen) .  We  had  MAWIECH  personnel  searching  the  yards  daily. 
We  did  find  some  shipments,  but  there  were  still  a  lot  of  shipments  that 
were  not  found  even  after  the  war. 

c.  Maintenance  flow  (units  and  DET's)  -  Another  major  problem 
concerning  logistics  support  was  the  amount  of  distance  between  the 
units  and  the  DET's.  When  the  war  broke  cut,  some  of  the  MI  units 
missions  took  them  more  than  10  hours  driving  distance  form  their 
supporting  DET's.  The  lines  of  lEW  support  were  not  in  place.  We  are 
very  luclqr  that  the  ground  war  did  not  last  any  significant  amount  of 
time. 

d.  Technical  assistance  to  DETT's  and  units  -  The  contractors 
from  MRMTECH  initially  were  not  allowed  to  enter  Iraq  or  Kuwait.  If 
they  were  to  enter  one  of  'hose  countries  and  get  killed,  the  cenpany's 
life  insiurance  policy  woula  not  cover  them. 

e.  Mobility  of  SRA  II  -  The  SRA  II  should  have  been  more  mdaile 
than  it  was.  Granted,  it  was  nice  where  we  were  at  KKMC.  But,  the 
mission  always  comes  first.  Listed  below  are  some  of  the  reason  vhy  SRA 
II  was  not  mcbile: 

o  No  trucks  to  meve  their  vans 

o  No  support  vehicles  (HMMWV's)  -  Contractors  had  rented 

vehicles 

o  Life  Insurance  policy  -  Contractors 
o  Willingness  to  go  -  Only  a  few  contractors  would  have 
gone  north  if  told  to  do  so 

o  Per  Diem  -  Contractors 

o  Production  control  Maintained  inside  the  foam  done 
o  LRU's  awaiting  pickup  cind  aweiiting  medntenance  located 
inside  the  foam  done 

f .  Comtiinications  -  This  was  irajor  problem  during  operation 


desert  shield/desert  storm.  Problem  areas  included  ccmnunications 
between: 

o  SRA  II  (KKMC)  and  SRA  I  (Cftiahran) 
o  SPA  II  and  VHFS 
o  SRA  II  and  SRA  III  (Riyadh) 
o  SRA  II  and  supported  units 
o  SRA  I  and  supported  units 

g.  Transportation  -  Problems  were  encountered  when  trying  to 
find  the  unit  in  the  middle  of  the  desert.  We  were  issued  two  LAN's 
(Global  Positioning  System)/  but  the  specifications  of  the  equipment 
matched  those  of  being  in  a  boat.  The  LAN  was  not  to  be  k^it  in  a  hot 
location,  or  be  subject  to  excessive  vibraticxi.  Needless  to  say  that 
the  LAN's  were  not  used. 

3 .  Processes 

a.  D^loyment  Preparations  -  Prdalem  areeis  inclxided: 
o  TA-50 

o  Vaccinations 

o  l&iits  not  taking  all  of  their  equipment 
o  Caro  paint  on  the  antenna's  -  hinders  DF  capabilities 

b.  Training  -  Units  are  not  using  sustainment  training.  When 
the  New  Equipment  Training  Team  fields  a  system  to  a  unit,  the  team 
leaves  a  copy  of  the  training  materials  used  to  teach  the  course.  The 
ccmpany  ccnmanders  are  not  using  these  materials  to  their  fullest 
extent.  Another  issue  that  needs  to  be  addressed,  is  the  maintenance 
shops  are  not  cross  tradning  their  33T's  to  other  lEW  systems,  they  are 
only  allowed  to  work  on  one  system.  If  that  soldier  dies,  vhat  will 
that  unit  do? 

Another  major  problem  encountered  before  and  after  the  war 
was  the  units  sending  back  LRU's  to  the  SRA's  that  the  units  had  the 
capabilities  of  fixing.  This  wasted  time  and  government  dollars. 

4 .  Solutions 

a.  A  majority  of  the  problems  listed  above  could  have  been 
minimized  or  completely  taken  care  of  if  there  had  been  better  lines  of 
ccmnunications.  If  each  maintenance  shop  had  direct  ccnnunications  with 
the  SRA's  and  the  DET's  that  would  give  real  time  data  to  work  supply 
and  technical  assistance  issues.  This  could  have  saved  the  government 
an  exurbanite  amount  of  mcxiey  on  usage  of  time,  vehicle,  and  man-pcwer. 

b.  There  should  have  been  a  secure  ccmnunications  link  between 
Vint  Hill  Farms  Station  and  the  SRA's  in  Saudi  Arabia.  A  system  along 
the  same  lines  eis  that  of  the  Goldwing  would  have  been  suitable.  This 
would  have  been  ideal  over  the  use  of  the  car  phone  or  pcissing  of 
infontation  through  SRA  I  for  the  follcwing  reasons: 

o  Real-time  camunications 
o  Secure  Communications 

o  Amount  of  data  that  could  have  been  pcissed  at  a  time 


o  Cut  ckwn  on  the  dis-infonnation 
o  Cost  savings  of  an  eactrene  amount 
o  Record  of  all  passed  informatics 
o  Stress  on  the  human  hodfy 

c.  33T's  should  have  been  used  instead  of  ccstractcsrs  for  the 
following  reasons: 

o  Cost  of  the  ccstract  to  the  Government 
o  Most  of  the  contractors  aro  ex  33T's 
o  Contractors  can  quit  whenever  they  vant 
o  Living  cjuarters  of  contractors  have  to  be  in  accordance 
with  the  contract  (cxjntracrtors  lived  in  air-conditioned  trailers, 
military  lived  in  amy  issue  tents) 

o  Contractors  not  trained  for  a  vartime  environment 
o  Bad  iiipression  on  soldiers  in  the  units  (When  a  soldier 
in  a  unit  sees  a  contractor  dressing  in  non-^nilitcuy  clothes,  h£dr  not 
cmt  to  military  standards,  and  kncwing  that  they  are  making  more  noney 
than  they  are,  they  get  the  feeling  'Why  should  I  stay  in,  when  I  can 
get  out  and  do  the  same  thing  for  more  money,  and  not  have  clU  of  the 
hassles  of  the  amy. ' 

The  Amy  has  spent  a  lot  of  time  and  money  training  the 
members  of  the  33  CMF  to  be  the  best  in  the  lEW  ccmoinity.  When  the 
government  goes  exit  and  contracts  the  work  exit,  it  diminishes  the  prieie 
and  the  esprit  de  corps  of  the  33  CMF. 

4.  POC  for  this  actiean  is  the  undersigned,  SEUM-TE,  extension  6521. 

5.  CECOM  Be^tton  Line:  THE  SOLDIER. 

MICHAEL  T.  STALPCRD 
SSG,  USA  ^ 

New  Eejuipment  Tredning 


AppentBxBC 

Stees,  Bmce,  10  April  1991,  Desert  SNeU,  Desert  Stomi  Trip  Report 

[Memo] 


HEMORANDUM  FOR:  MR.  Robert  Hirschhorn 


10  April  1991 


SUBJECT:  Desert  Shield,  Desert  Storw  Trip  Report. 

PURPOSE:  To  Provide  Operation  Desert  Shield,  Desert  Storm  Information. 
REQUESTED  DISTRIBUTION  FOR  ENTIRE  REPORT: 


AMSEL-LC-RE-LA-E: 

AMSEL-LC -RE-LA: 

AMSEL-LC-RE-LA-IAN: 

AMSEL-LC-RE-LA-C-STEU: 

AHSEL-LC-RE-LA-C-BRG: 

AMSEL-LC -RE-LA-C-HOD: 

AMSEL-LC-RE-LA-C-HUA: 

AHSEL-LC-RE-LA-E-NBG: 

AMSEL-LC-RE-LA-E-NEL: 

AMSEL-LC-RE-LA-E: 


Mr.  Curtis  Anderson 

Mr.  David  Shaman,  Mr.  Richard  Adams 

CU3  Mike  Roltgen 

Mr.  Marvin  Knight 

Mr.  Larry  Cromer 

Mr.  Ross  Maclntyrm 

Mr.  Larry  Bourne 

Mr.  Joe  Rudeuicz 

Mr.  Mose  Early 

Mr.  Bill  Faux 


.REQUESTED  DISTRIBUTION  FOR  TRIP  REPORT  WITHOUT  APPENDICES: 

SELEM-RE:  Readiness  Directorate  Personnel 

SELCI-DC  Mr.  Larry  Sheuble 


POC:  CECOM  LAR  Bruce  Stees,  Fulda/Uildflecken,  ET5  321-3417 


DESERT  SHIELD  -  DESERT  STORM  TRIP  REPORT 


1.  SUPPLY  OPERATIONS: 

l.A.  Requisitioning  Problems: 

l.A.l  Requisitions  were  submitted  manually  until  the  automated 
supply  systems  were  in  place  making  telephonic  requisitioning  the  norm 
rather  than  the  exception.  Conducting  audit  trails  in  SWA  mas  extreme] v 
difficult. 

l.B.  Materiel  Identification,  Routing  Problems: 

-.B.l.  Most  of  the  thousands  of  pallets  were  identified  and  routed  to  the 
correct  supply  support  activities.  Missing  labels  and  parking 
lists  due  to  the  sun,  wind,  and  ram  accounted  for  the  ma.iority  of  the 
identification  and  routing  problems. 


l.C.  Supply  Support  Activity  Problems: 


l.C.l.  Uhen  orders  were  given  to  reposition,  some  units  were  assigned  to 
a  different  SSA.  There  was  little  or  no  reconciliation  of  units 
requisitions  from  the  former  SSA  to  the  present  SSA.  There  was  little  or 
no  effort  made  by  the  former  SSA  to  transfer  the  materials  it  received 
for  the  unit  to  the  units  present  SSA. 

l.C. 2.  It  was  incumbent  upon  the  units  to  make  frequent  visits  to  their 
SSAs  as  the  SSAs  had  little  or  no  transportation  to  deliver  materials,  nor 
did  the  SSAs  attempt  to  notify  the  unit  that  unit  materials  had  been 
received.  Log  Base  Receiving  Points  and  Field  Landing  Strips  had 
rows  of  pallets  identified  for  divisional  units,  however,  no  effort  was 
made  to  notify  the  units.  The  CECOM  LARs  who  routinelv  visited  these  sites 
informed  the  units  of  the  location  and  amounts  of  materials,  and  elevated 
the  issue  to  the  CMMC  for  resolution. 

l.C. 3.  Requisitions  submitted  by  CECOM  SUA  personnel  were  filled  and  routed 
to  the  503rd  support  group.  It  was  incumbent  upon  the  CECflM  LARs  to 
routinely  visit  the  503rd  to  glean  the  yard  for  CECOM  materials. 

l.C. 4.  When  in-theater  repair  capability  is  not  available,  unit  readiness 
suffers.  More  spares  are  required  to  compensate  for  the  long  lead  time 
or  those  LRUs  that  must  be  shipped  out  of  theater  for  repair.  This  is 
especially  true  when  the  LRU  is  PICA  to  and  repaired  by  another  service 
branch. 


2.  WEAPON  SYSTEMS  PERFORMANCE 

2. A.  AN/MSQ-103C  Teanpack:  The  Teanpack  proved  to  be  one  the  MI  Units  most 
valuable  assets.  The  Teanpack  was  deployed  with  the  AN/TSQ-138  Trailblazer 
with  both  systems  obtaining  primary  power  from  the  Trai Iblazer’ s  30KU  Trailer 
Support  Unit  (TSU)  Generator. 

2.A.I.  AN/MSQ-103C  Problems,  Solutions,  Recommendati ons/Artions 
2.A.I.A.  Problem: 

SUA  temperatures  were  23-35  degrees  from  1800  to  1100  hours,  and  up  to 
65-95  degrees  from  1200  to  1700.  Operating  personnel  used  rhe  Air 
Conditioner  for  "Personal  Comfort"  rather  rhan  its  intended  purpose  of 
sustaining  equipment  perforptanca  bv  cooling  and  filtering  the  ever  present 
dust. 

2.A. l.B.  Solution: 

Unit  personnel  were  instructed  to  use  rhe  Air  Conditioner  for 
the  sustainment  of  the  Teampack  Weapon  System,  and  to  clean  the  AC  filter^ 
twice  a  week. 


2. A. l.C.  Reconnendations/Actlons: 

Ttanpack  is  being  deleted  from  inventory. 

2. A. 2. A.  Problen: 

The  Teanpack  requires  a  precise  (Microvolt  accuracy)  alignnent  of  the 
Receiver,  Frequency  Synthesizer  Head,  Frequency  Control  Unit,  and  Masthead 
Switch  when  an  “phase  lock"  error  is  deternined.  DS  units  and  the 
Logistics  Assistance  Representatives  (LARs)  were  not  provided  the 
required  TMDE,  Technical  Manuals,  nor  training  to  perform  the  crucial 
alignment  in  the  field.  The  Tactical  concept  of  “Black  Bo*  Swapping" 
can  not  be  accomplished  when  a  Ueapons  System  requires  an  "In  Sysrem" 
field  alignment  under  wartime  field  conditions.  Contractors  should 
not  be  expected  to  perform  field  alignments  in  a  hazardous  wartime 
environment. 

2.A.2.B.  Solution: 

The  Receivers,  FS  heads,  FCU,  and  Masthead  Switch  were 
turned  in  together  to  be  aligned  as  a  "system.  Once  received, 
the  aligned  LRUs  were  Installed  and  the  calibration  data  was  loaded 
into  the  data  processor  on  site.  An  operational  check  returned  the 
system  to  mission  capable  within  the  frequencv  bands  of  interest. 

2. A. 2. C.  Recommendations/Actions: 

The  Teampack  is  being  deleted  from  inventory. 

.B.  AN/MLQ-34  Tacjam:  The  Tacjan  primarily  served  as  an  intercept  system. 

.B.l.  AN/MLQ-34  Tacjan  Problems,  Solutions,  Recommendations/Actions: 

2.B.I.A.  Problem: 

The  MIOISAI  On  Board  60KU  Power  Generation  System  plagued  the  Tacjam’s 
readiness.  Most  units  did  not  have  the  LRU«;  required  to  effect  DS  repair. 

G3  support  groups  had  no  AOKU  generator  LRUs,  piece  part®,  nor  the  training 
required  to  effect  repairs  to  the  MlOlSAl  Power  Generation  System. 

Incorrect  diagnosis  increased  down  tine.  The  Theater  did  not  have  the 
Generator  Test  Set  required  to  effect  repairs  to  the  Generator  System  LRUs. 

2.B.I.B.  Solution: 

Exberience  and  controlled  substitution  verified  the  faultv  parts.  A 
Generator  Test  Set  was  requisitioned  from  Europe,  unfortunatel y,  it  was  not 
in  place  prior  to  the  Ground  war.  Sgt  Miller,  Europe’s  MIOISAI  Guru, 
and  the  263rd’ s  Chief  Shields  were  instrumental  in  diagnosing  and  assisting 
maintenance  personnel  in  effecting  reoairs  to  the  MIOISAI  in  VTI  Corps. 

2.B. l.C.  Recommendations/Actions: 

The  MIOISAI  Power  Generation  System  readiness  requires  DS  units  stockage 
of  all  of  the  LRUs  and  common  failure  piece  parts  such  as  the  flex  drive 
shaft,  the  angle  drive  unit,  and  the  speed  increase!*  switch.  Recommend 
that  the  units  obtain  the  above  parts  and  maintenance  training. 

Response  and  Action  requested  from:  TACOM  via  B46  Readiness  Directorate. 
Request  this  information  be  published  in  the  B46  "Hot  Flash". 


2.B.2.A.  Prodlen: 

An  “In  SysteM“  alignment  of  the  Amplifier  Control  Unit<;  ann  E*citpr« 
is  requxrefl  when  these  LRUs  are  replaced.  The  requirement  to  perform 
an  "In  System"  alignment  negates  the  Fix  Fast  Forward  maintenance  concept. 
DS  units,  GS  units,  and  the  LARs  do  not  the  Technical  Manuals  nor  the 
training  to  effect  the  required  "In  System"  alignment  during  Uartime. 

2.6.2.B.  Solution: 

The  Contractors  performed  the  "In  System"  alignment  prior  to  the 
ground  war,  however,  the  contractor  should  not  be  expected  to  perform 
alignments  in  a  hazardous  Uartime  environment. 

2. B. 2. C.  Recommendations/Actions: 

Recommend  that  the  “In  System  Impedance  Mismatches"  be  identified 
and  corrected. 

*  Response  and  Action  requested  from:  PM  Tacjam,  B46  Engineering  Staff. 

2. B. 2. D.  Recommendations/ Actions: 

Recommend  that  DS  level  units  and  the  LARs  be  provided  with  the  Technical 
Manuals  and  the  training  required  to  perform  the  "In  Svstem"  ACIJ  and 
Exciter  alignment. 

*  Response  and  Action  requested  from:  PM  Tacjam,  B4o  Readiness  Directorate. 

\ 

'.  AN/TSQ-13a  Trailblazer:  The  Trailblazer  performed  its  mission  well. 

.a  Linking  was  very  successful  which  also  served  as  a  communications  link. 

•C.l.  AN/TSO-138  Trailblazer  Problems,  Solutions,  Recommendations/Actions: 

2.C.I.A.  Problem: 

Units  did  not  have  a  full  compliment  of  Magic  Mast  spares  such  as  the 
Pneumatic  Control  Assembly  (PCA),  the  Hydraulic  Control  Assembly  (HCA),  and 
the  Distribution  Box.  There  was  no  Magic  Mast  GS  repair  facility  in  place. 
No  Corps  nor  Theater  Magic  Mast  spares  were  available  for  Trailblazer. 

Sand  and  Dust  bound  the  mast  sections  hindering  the  raising  and  lowering  of 
the  mast.  Most  units  did  not  have  a  trained  53DC9  MOS  Magic  Mast  mechanic. 
A  leaking  Zero  Degree  Actuator  device  allowed  the  hydraulic  fluid  to 
saturate  a  microswitch  which  prevented  a  mast  from  being  erected. 

2.C.I.B.  Solutions: 

An  AN/MLQ-34  PCA  was  used  to  replace  a  faulty  Trailblazer  PCA.  A  mast 
drifted  due  to  a  faulty  HCA  solenoid,  but  the  mast  could  be  repositioned 
to  compensate  for  the  drifting.  Units  did  not  have  the  Magic  Mast  oiler 
and  Mast  Restraint  Kits  required  to  lubricate  the  Mast  Sections.  Lubrication 
was  accomplished  by  squirting  oil  into  the  mast  section  holes.  The  Zero 
Degree  Actuator  Device  was  removed  and  an  additional  "0"  ring  was  installed 
which  stopped  the  leak.  The  microswitch  was  immersed  in  alcohol  and  cleaned 
The  mast  was  returned  to  operational  following  reinstallation  of  the  above 
parts. 


. C. 1. C.  Recommendations/ Act ions: 

Recommend  that  units  be  provided  a  Magic  Mast  minimal  stockage  list 
for  crucial  LRUs  and  components.  Efforts  must  be  directed  towards  ensuring 
GS  repair  facilities  are  trained,  stacked,  and  in  place.  Efforts  must  he 

directed  towards  ensuring  that  the  53DC9  is  stationed  at  a  Magic  Mast  unit. 


The  Zero  Degree  Actuator  Device  repair  and/or  replacement  at  the  DS  level 
should  be  revisited. 

tResponse  ano  Action  requested  from:  B16  Engineer  Greg  Harcinrowicr,  B16 
Readiness  Directorate. 

2.0.  AN/TLQ-17  Trafficjan:  This  system  was  the  wortfhorse  and  it  performed 
very  well  with  no  unresolveable  problems  at  the  DS  levml.  It  is  reported 
that  the  HF  antenna  enabled  the  Trafficjam  (Sand  Crab  conf iguatinn)  to 
shut  down  Iraq  Air  Defense  Communications. 

2.E.  AN/TRQ-32  Teammate:  This  system  performed  well.  Data  linking  was 
very  successful  which  also  served  as  a  communications  link.  The  Teammate 
was  linked  to  Tcac  via  the  Tiger. 

2.E.I.  AN/TRQ-32  Teammate  Problems,  Solutions,  Recommendations/'Artions: 

2.E. l.A.  Problems: 

The  Prime  Power  Generation  System  plagued  the  svstem’s  readme??.  The 
Shelter  Mounted  Unit  (SMU),  the  Linear  Actuator,  and  the  Power  T^ke  Off 
(PTO)  accounted  for  the  majority  of  the  Power  Generation  Pv?tem  prohlems. 
Motorpool  mechanics  cut  the  Power  Generation  System’s  wires  when 
replacing  the  engines  or  transmissions. 

:.E.  l.B.  Solutions: 

Most  units  had  adequate  spares  and  experience  to  effect  repairs  to  the 
Power  Generation  System.  Units  experiencing  cut  wires  following  engine/ 
transmission  replacement  were  instructed  to  recover  the  Magnetic  censor 
from  the  removed  engine  and  to  refer  to  an  operational  Teammate  for  wiring 
identification. 

2. E. l.C.  Recommendations/Actions: 

Until  such  time  as  the  Teammate  is  mounted  on  the  200  Amp  Ambulance 
CUCV,  units  must  send  a  Teammate  experienced  33T  into  the  motorpool  each 
time  an  engine  or  transmission  is  replaced  to  ensure  wires  are  removed  and 
tagged  for  identification-  not  cut  by  the  mechanics.  The  33T  must  also 
ensure  that  the  Magnetic  Sensor  is  recovered.  Request  this  information 
be  included  in  the  BAA  "Mot  Flash". 

*  Response  and  Action  requested  from:  646  Readiness  Directorare. 

2.F.  EH-hOA  Quickfi?:  Prior  to  the  Ground  War,  Ouickfix  units  were  tinder 
extremely  tight  Air  Force  flight  restriction.  The  Quickfix  became  the  Ground 
MI  units  primary  asset  during  the  Ground  Uar.  The  Dipole  Antennas  cracked 
at  an  unusually  high  rate,  however,  adequate  spares  were  available. 

2.F.I.  EH-AOA  Quickfix  Problems,  Solutions,  Recommendations/Actions; 

2.F.I.A.  Problem: 

The  Integrated  Inertial  Navigation  System  (IINS)  was  responsible  for 
most  of  the  Quickfix’s  readiness  problems.  The  120  minute  Gvro  Bias 
:ould  not  be  performed  in  the  windy  field  environment  as  errors  were 
introduced.  Since  there  were  few  TACAN  stations  available,  IINS  drift 
errors  could  not  be  compensated,  therefore,  the  Directional  Finding  (DF) 
accuracy  was  greatly  impaired.  It  is  suspected  that  heat  caused  the 
AN/UYK-64  Navigational  Processor  Unit’s  (NPU)  internal  power  supply 
to  fail.  It  was  reported  that  MPUs  were  dumping  memory. 


2.F.I.B.  Solutions: 

The  Pilots  used  Global  Positioning  Sets  (GPS)  to  obtain  precise 
positioning  data  and  input  that  data  into  the  IINS,  thereby  relaxing  the 
requirement  to  perform  the  120  Gyro  Bias  calibration.  Installation  of  an 
external  GPS  antenna  would  have  required  a  complete  40  hour  S/stem 
recalibration,  therefore,  the  pilots  held  the  GPS  outside  of  the  door 
to  receive  positions  which  enabled  the  AN/ALQ'151  svstem  to  accuratelv  DP. 
The  AN/UYK-64  used  in  both  the  Quickfix  and  the  Trailblazer  have  identical 
internal  power  supplies  which  are  modules.  Controlled  substitution  of  the 
internal  power  supply  nodules,  and  fabrication  of  a  Jll  shorting  plug, 
returned  a  NPU  and,  ultimately,  a  Ouickfix  to  Fully  Hission  Capable. 

The  NPUs  that  were  dumping  memory  were  found  to  have  sand  and  loose 
Circuit  Card  Assemblies  (CCAs)  which  were  returned  to  service  bv 
cleaning  and  refastening  the  CCAs. 

2.F. l.C.  Reconnendations/Actions: 

Recommend  that  a  GPS  be  installed  in  all  EH-oOA  Quickfixes  and 
training  be  provided  to  the  33R,  pilots,  and  the  LARs.  Prioritv  should  be 
given  to  the  units  facing  possible  redeplovment. 
t  Response  and  Action  requested  from:  PM  Quickfix,  PM  EUR!5TA,  PM  avraDA, 
and  B16  Readiness  Directorate. 

2. F. 1. D.  Recommendations/ Act ions: 

Recommend  that  the  AN/UYK-64  internal  power  supplv  module  he  assigned  a 
NSN  and  repair  by  replacement  be  moved  to  the  DS  Level. 
t  Response  and  Action  requested  from:  B16  Readiness  Directorate. 


3.  lEW  LAR 

3.1.  The  Ground  lEU  LARs  supported  an  average  of  6  rtl  units  e-ich  and 
traveled  an  average  of  300-600  kilometer=  per  dav, 

3.2.  The  13th  Corps  lEU  LARs  supported  the  following  Ml  unit  equipment: 

Goldwing  HF  Communications 

Tiger  IJHF  Communications 

AN/PPS-5  Ground  Surveillance  Radar 

AN/TSQ-138  Intercept/Directiona J.  Finding  System/Data  Link 

AN/TLQ-l?  Intercept/Jamming  Svstem 

AN/TRQ-32  Intercept/Directional  Finding  S^stem/Data  Link 

AN/MLQ-34  Intercept/Jamming  System 

AN/MSQ-103  Intercept/Directional  Finding  System 

EH-60A/ALQ-151  Tnicrcept/Directiona I  Finding  Svstem/Data  Link/ 

Intercept/ Jammer 

RATT  Rigs  VHF  Communications/Teletvpe 

IHFR  HF  Communications 

KY-57  Comser 


KG -34 

Magic  Mast 
AN/ALQ-162 
AN/ASN-132 
AN/PRD-11 


Consec 

Hydraul  ic/Pneunatir  Mast  Svst<»Ns 
Missile  Detection/Janning  Svstew 
Integrated  Inerrial  Navigation  Sv«:teM 
Intercept/Directional  Finding  Sysren 


3.3.  lEU  LAFis  also  provided  technical  expertise  and  repairs  on  the  M1015A1 
(AN/MLQ-34  Track  carrier)  Power  Generation  Systen,  M1028A1 
(AN/TRQ-32  carrier)  Power  Generation  Systen,  and  the  MEP-114  Generator 
(AN/TSQ-138  30KU  Generator)  .n  the  absence  of  TACOM  and  TftOSCOM  LARs. 


3.4.  lEU  LARs  provided  first  echelon  repair  assistance,  field  fixes,  work 
arounds,  ana  recoMwended  the  redistribution  of  assets  within  the  unit  to 
optimise  the  units  readiness. 


3.5.  lEU  LARs  provided  the  G3  detachments,  Corps,  and  Theater  current 
unit  readiness  data.  In  light  of  the  low  density  of  MI  assets,  the  LARs 
coordinated  with  the  Corps  to  prioritise  its  MI  units  enabling  the  LARs 
and  the  GS  detachp>ents  to  prioritize  repairs  and  issue  <^pdres. 

3.6.  lEU  LARs  daily  gleaned  the  Log  Pase  C  Field  Landing  Strip  (FI.S)  for 
B16  and  646  pallets  and  obtained  pallet  destinations.  The  LARs 

nrdinated  with  support  groups  for  the  release  of  the  CECOM  pallets  and 
.rdinated  transportation  of  the  pallets  resulting  in  approximately 
id  pallets  of  CECOM  products  recovered. 

3.7.  Mucn  consideration  should  be  given  to  the  lEU  LAR  to  weapon  system/unit 
ratio.  lEU  weapon  systems  equal  in  coptplexity  to  most  of  the  B16  weapon 
systems.  The  616  weapons  system  LAR  is  responsible  for  one  to  three 
systems  whereas  the  lEU  LAR  is  responsible  for  some  3  weapon  systems,  3 
communications  systems,  and  3  avionics  systems. 


4.  FIELDING3 

4.1.  The  'ailowing  equipment/systems  were  fielded  to  Ml  units  prior  to 
deployment  or  in  SUA  just  prior  to  the  war: 

Chemical  Protective  Equipment  (CPE)  for  the  AN/Ml.n-34 
AN/LJGC-144  Secure  Terminal 
Fase  (Upgrade) 

AN/ALQ-162 

AN/APR-39A 

AN/ALQ-156 

Global  Positioning  Sets 

Stix 

Hawkeye 

3u  n 
Tiaer 


4. A.  The  Chemical  Protection  Equipment  fielding  for  the  AN/MLO-34  Taciaw 
was  plagued  with  problems.  A  unit  reported  that  the  DESCOM  team  assigned  to 
perform  the  installation  left  the  site  before  completing  the  installation 
leaving  the  removed  Tacjam  LRUs  on  the  ground  exposed  to  the  elements. 

The  installation  hardware  package  was  incomplete.  The  Chemical  Filter 
was  on  back  order.  Some  units  did  not  accept  the  fielding. 

4.B.  The  AN/ALQ-162  system  was  installed  on  the  EH-60A  hy  PM  ASE.  Pilots 
reported  that  the  system  did  not  interface  with  the  AN/APR-39A  leaving 
them  guessing  the  missile  approach  pattern.  An  MUO  had  been  applied  to  hhe 
APR-39A  and  ALQ-162,  however,  no  copies  of  the  MUO  were  left  with  the  unit 
personnel  nor  the  LARs.  Little  or  no  training  was  provided  to  the  units 
or  the  LARs. 

4.C.  One  type  of  the  Global  Positioning  Sets  were  repaired  by  a  contractor 
located  in  the  CECOM  SRA.  Units  were  issued  several  different  GPSs 
and  Loran  for  position  locating. 

4.D.  The  Tiger  system  was  designed  to  interface  the  AN/tro-32  and  Trac. 
Initially,  the  Tigers  talked  to  Tigers  only.  The  fielding  team  remained 
in  country  and  resolved  the  problems  enabling  the  Tiger  to  perform  its 
mission. 

J.  The  Stix,  Sun,  and  Hawkeye  systems  are  presumed  to  be  NSA  items. 

4.1.  Fielding  Issues: 

4.1.  A.  Fielders  should  coordinate  with  PEO,  Theater,  AMC,  and  the 
MSC  for  all  aspects  of  the  fielding. 

4.1. B.  Units  experiencing  problems  with  anv  electronics  contact  their 
CECOM  LAR  for  assistance.  Little  or  no  effort  wa^  made  to  include 
CECOM  LARs  in  the  training  or  the  fielding  process.  The  CECOM  LAR 
expended  mucn  time  and  effort  in  tracking  down  the  fielder  in  their  efforts 
to  resolve  operational  and  maintenance  issues. 

4.1. C.  Fieldinns  should  include  complete  packages,  adequate  spares  at  the 
unit.  Go  detachment.  Corps,  and  Theater.  Operational  and  maintenance 
training  are  paramount.  The  fielder  should  consider  coordinating  and 
providing  in  country  repair  capability  or  the  additional  spares  to 
compensate  for  the  long  lead  time  in  shipping  and  repairing  the  systems 
components  out  of  Theater. 

4.1. D.  Much  consideration  must  be  given  to  increasing  the  units  MTOE  for 
the  additional  operational  and  maintenance  personnel,  and  transportation 
requirements  for  the  fielded  system  and  associated  spares.  One  system 
being  fielded  to  a  unit  may  or  may  not  require  a  MTOE  change,  however, 
the  fielding  of  many  systems  surely  requires  a  MOTE  change. 


OBSERVATIONS; 


5. A.  If  Technical  Manuals  state  that  repairs  are  accoMplished  by  replacement, 
the  unit  should  have  adequate  spares  to  effect  repairs.  Unit  sparing  should 
be  determined  from  historical  data.  GS  detachments  and  Theater  should 
maintain  a  complete  sets  of  DX/Float  spares. 

5.B.  Location  of  communications  equipment  antennas  is  critical  to  optimum 
performance  of  the  equipment.  Uhile  unit  concealment  in  ciepro«!«;ions  is 
paramount,  antenna  placement  above  the  depressions  would  optimize 
communications.  Additional  Low  Loss  antenna  lead  in  wire  complete  with 
connector  adaptors  is  required  to  locate  the  antennas  above  the 
depression.  No  recommendations  for  Concealing  antennas  in  a  desert 
environment  can  be  offered. 

5.C.  Non  Developmental  Items  (NDI)  failed  at  high  rate.  Units  aware  of 
the  NDI  high  failure  rate  suspended  operation  of  the  NDI  until  the 
Ground  War  in  an  attempt  to  reserve  the  NDPs  limited  operation  for  Uar 
usage. 


5.C.I.  Several  NDI  high  failure  rate  components  were  identified.  The 
high  failures  should  be  corrected  by  the  manufacturer ,  or  more  reliable 
components  be  purchased.  Until  the  high  failure  rate  component 
issue  is  resolved,  more  spares  are  required  to  compensate  for  the  long 
lead  time  in  shipping  NDI  items  out  of  theater  for  repair. 

S.C.l.A.  The  158th  GS  Detachment  is  to  be  commended  for  the  repairs  this 
unit  effected  to  the  NDI  by  controlled  substitution  when  high  failure 
component  replacements  could  not  be  obtained.  The  153th  maintained 
the  highest  NDI  readiness  rates  for  their  supported  units  in  3UA. 

5.C.2.  Much  consideration  should  be  given  to  the  conditions  of  acceptance 
when  NDI  equipment  is  transitioned  to  CECOM.  Considerations/assurances 
follow: 

5.C.2.A.  NDI  requisition  demand  history  should  be  reviewed  to  determine 
high  failure  rate  components  and  resolution  requested  by  CECOM  as  a 
condition  to  acceptance. 

5.C.2.B.  NDI  requisition  demand  history  should  be  used  to  determine 
CECOM  stockage  levels  and  procurement  intervals. 

5.C.2.C.  LAR  NDI  equipment  performance/readiness  input  should  he  used  to 
identify  Materiel  Support  Package  (MSP),  Supplv,  Technical  Manual, 
and  Training  deficiencies.  Resolution  should  be  requested 
by  CECOM  as  a  condition  to  acceptance. 


Appendex  A 


LAR  QUALITY  OF  LIFE  IN  SWA 


A.l.  The  3/158th  AVIM  and  the  517th  Maint  units  inherited  the  responsibility 
of  providing  food  and  sanitation  for  sone  60-70  civilians  assigned  to  their 
conpounds.  Of  these,  about  20-30  were  LAO  personnel.  LAO,  Dvna  Corp, 

Mantech,  Agusta,  and  Martin  Marrietta  personnel  accounted  for  approxinately 
25-405J  of  the  conpounds  contained  nilitary/civilian  population. 

A. 2.  Units  were  unprepared  to  handle  the  extra  civilian  burden  and  had  to 
reprogran  their  requirenents  for  food,  water,  and  sanitation  facilities. 
Additional  unit  personnel  had  to  be  detailed  to  provide  civilian  support 
resulting  in  the  units  resentnent  towards  its  civilian  population. 

A. 3.  The  units  did  not  provide  the  additional  Manpower  required  to  erect 
shelters  and  construct  bunkers  for  their  newly  acquired  civilian  population. 
LARs  erected  tents,  constructed  and  installed  flooring  (when  wood  was 
available),  filled  sandbags,  and  constructed  their  own  bunkers. 

The  supporting  units  had  no  extra  wiring  to  provide  electrical  power  nor 
.Atra  lighting  kits  required  to  install  lights  in  the  tents.  SoMe  LARs 
purchased  kerosine  lanterns  to  provide  light  to  enable  then  to  write  their 
required  Logistics  reports  until  such  tine  as  they  could  obtain  wiring  and 
lighting  kits  frop»  other  units  that  they  supported.  It  took  1  1/2  weeks  for 
lights  to  be  installed  in  the  tents  at  both  KKMC  and  Log  Base  "C". 

A. 5.  In  an  effort  to  ease  the  growing  tension  between  the  unit  and  its 
civilian  population,  some  of  the  LARs  volunteered  to  assist  the  units  in  such 
support  efforts  as  burning  fecal  matter,  disposing  of  trash,  burning  trash, 
and  obtaining  and  transporting  kerosine  fuel. 

A. 6.  Military  personnel  reported  that  their  clothes  had  been  lost  by  the 
Quartermaster  laundry  facility.  Central  Issue  Facility  accounts  for  LARs 
were  not  in  place.  LARs  concerned  about  the  lack  of  replacement  clothing, 
should  their  clothing  be  lost  at  the  Laundry  facilitv,  locally  purchased 
plastic  wash  tubs,  detergent,  clothes  line,  clothes  pins,  and  washed 
their  clothes  by  hand  when  water  was  available  for  clothes  washing. 

Blackout  conditions  dictated  that  the  washing  of  clothes  be  in  daylight 
hours.  In  order  to  maximire  the  usage  of  davlight  hours  towards  the 
conduct  of  Logistics  Assistance,  LARs  utilized  local  nation  laundry 
facilities  whenever  the  laundry  facilities  were  in  route  to  the  LAR’s 
supported  units. 

A. 7.  Showers  were  available  about  every  2  dave.  LARs  making  the  most  of  the 
vlignt  “lours  in  the  performance  of  Logistics  Assistance  duties  often  found 
■  shower  water  supply  depleted  upon  their  arrival  resulting  in  the  LARs 
yetting  a  shower  about  once  in  4  days. 


A. 8.  Sone  LARs  averaged  300-600  Kiloneters  per  da''  traveling  to  and  froM  the 
units  that  they  supported.  Corps,  GS  detachments,  field  landing  strips, 
and  supply  support  activities.  The  excessive  traveling  often  went 
that  these  LARs  missed  the  one  and  only  hot  meal  offered  at  their  “home" 
compound  that  day. 

A. 9.  Some  LARs  were  directed  by  their  MSC  to  deploy  with  the  units  tnat 
they  supported.  There  were  not  enough  LARs  to  support  each  unit.  There 
was  little  or  no  LAR  deployment  coordination  between  the  HSCs  and  AHC 
resulting  in  the  LARs  being  caught  in  the  middle  of  the  HSC/AMC  conflict. 

The  LARs  caught  in  the  conflict  found  lodging  and  transportation  difficult 
to  obtain  which  impaired  the  LAR’s  ability  to  support  his  assigned  unit. 

A.  10.  When  the  Air  Uar  started  Scud  attacks  occurred  about  every  2  to  3  hours 
thru  the  night.  The  LARs  assigned  to  KKMC  donned  their  HOPP  gear  accordingly. 
Although  the  Scuds  were  ineffective  as  a  destructive  weapon  they  excelled 
as  a  terrorist  weapon  -  very  little  sleep  was  obtained  from  2000  to  0600 
hours. 

A.  11.  The  LARs  assigned  to  Log  Base  “C"  were  awakened  about  everv  2-3  hours 
thru  the  night  by  the  coalition  Sorties  as  Log  Base  "C"  was  in  their  flight 
path.  In  addition,  convoys  of  the  Heavy  Equipment  Transports  were  constantly 
^rd  thru  the  night.  Very  little  sleep  was  obtained  thru  the  night. 

...12.  LARs  were  awakened  by  unit  personnel  requiring  assistance  at  any 
given  hour  of  the  night  resulting  in  the  additional  loss  of  sleep. 

A. 13.  Some  LARs  received  vehicles  contributed  by  the  Japanese  which  were 
issued  rather  than  leased  to  the  American  Forces.  LARs  who  received 
the  cars  contributed  by  the  Japanese,  and  did  not  have  rental  cars  authorized 
on  their  orders,  incurred  out  of  pocket  expenses  for  flat  tire  repairs, 
inner  tubes,  tires,  oil,  gasoline,  and  oil  changes.  LARs  traveling  300-600 
kilometers  per  day  spent  the  majority  of  that  mileage  traveling  over  the  rocky 
desert  terrain.  Uhen  HOGAS  was  unavailable  at  the  units  or  fuel  points 
were  too  far  away,  LARs  purchased  gasoline  from  the  local  economy. 

A.  14.  Some  LRUs  were  critically  short  just  before  the  Ground  Uar  started. 

Some  of  the  units  did  not  have  .snough  tools  to  support  aH  of  their 
tecnnicians.  LARs,  using  their  own  tools,  provided  repair  instruction 
and  effected  repairs  to  the  critical  LRUs  often  returning  the  LRU  to 
FMC.  Tools  such  as  Swiss  Army  Knives,  Leather  Mans,  and  multimeters, 
purchased  by  the  LARs  prior  to  deployment  or  from  the  local  economy,  were 
crucial  to  effecting  critical  LRU  repair. 


ISSUES: 

A. A.  LARs  using  the  vehicles  contributed  by  the  .Japanese  should  he 
•mbursea  for  the  out  of  pocket  expenses  they  incurred. 

n.B.  LARs  who  purchased  and  used  their  own  tools  should  be  reimbursed. 
Each  LAR  should  be  issued  a  tool  box. 


A.C.  LARs  should  receive  the  sane  incone  tax  break  rate  as  the  field  grade 
officers  they  serve  with. 

A.D.  LARs  require  additional  Protective  Equipnent  (uniforms)  during  periods 
of  hostilities.  This  should  include  nane  tags,  MSC  tags,  and  additional  black 
baseball  hats. 

A.E.  LARs  require  accounts  with  Central  Issue  Facilities  within  the  theater 
of  operation. 

A.F.  LARs  should  be  reimbursed  for  the  laundry  wash  tubs,  clothes  line, 
clothes  pins,  and  detergent  locally  purchased.  LARs  should  be  reinbursed 
for  local  nation  laundry  expenses  in  light  of  water  shortages. 


Appendix  B 


SUPPORT  REQUIREMENTS  FOR  A  LAO 

B.l.  The  following  represents  the  support  required  for  approxinetelv 
2S  LAO  civilians,  and  are  offered  for  consideration  to  the  units  tasked  to 
support  LAO  personnel: 

B.l. A.  1  GP  Snail,  2  GP  Medium  Tents,  tent  liners,  sandbags, 
flooring,  light  kits,  generator  wiring,  generator  fuel  barrels, 

60KW  generator,  diesel,  kerosine  heaters,  kerosine,  camouflage,  poles, 
cots. 


B.l.B.  Off  Road  Vehicles  on  a  two  LARs  to  a  vehicle  basis.  The  vehicle 
should  have  a  Loran  or  Global  Positioning  Set,  communications  equipment, 
first  aid  kit,  jumper  cables,  towing  cable,  5  gal  gas  containers,  and  maps. 
Additional  maintenance  for  12-14  vehicles. 

B.l.C.  Central  Issuing  Facility  provisions  for  lost/damaged  clothing  or  TA-50 
items  for  25  personnel.  This  should  include  MOPP  gear  and 
accessories. 

B.l.D.  Quartermaster  laundry  service  for  an  additional  25  personnel. 

B. 1,E.  Class  1  account  increased  for  25  personnel. 

B. l.F.  1  Shower  unit,  water  bladder,  circulation  pump,  immersion  heater /tank/ 
required  wiring,  plumbing,  and  additional  water  delivery. 

B.l.G.  1  Toilet  unit,  5  gal  fuel  containers,  fuel,  shovels,  and  additional 
manpower  required  for  fecal  matter  burning  details. 

B.l.H.  2  each  2  1/2  ton  trucks  with  4  additional  drivers  for  hauling  the 
above  additional  equipment. 

B.l. I.  At  least  2  each  Tactical  telephones  with  2  each  separate  numbers  to  be 
assigned  to  the  LAO  and  installed  in  the  LAO  tents. 


Appendex  C 


CECQM  MASTER  TECHNICIAN  ROLE  IN  UAR 


C.l.  It  is  reconnended  that  the  CECOM  Master  Techs  not  he  assigned  as 
supervisors  nor  assigned  to  support  individual  units.  The  CECOM  Master 
Tech  should  be  assigned  to  support  approxinatelv  6-10  LARs  within 
his/her  area  of  expertise. 

I.l.A.  There  should  be  at  least  one  Master  Tech  representing  each  Area 
of  Expertise  deployed  to  the  Area  of  Operation  to  support  the  LARs. 

C.l.B.  Master  Techs  should  establish  a  Master  Tech  Network  within  the 
Area  of  Operations  to  resolve  issues  outside  of  an  individual  Master 
Techs  area  of  expertise. 

C.l.C.  Master  Techs  should  be  prepared  to  provide  the  LARs  his/her 

expertise  and  assistance  to  effect  field  fixes  and  work  arounds  to  enable 
the  units  to  continue  the  war  effort. 


End  of  forwarded  messages 
End  of  forwarded  messages 
End  of  forwarded  messages 


Appendix  BD 

Faux,  BHi,  24  April  1991,  Trip  Report,  South  West  Asia  (SWA!  [Memo] 


(Hess^ge  ♦  2:  20334  by+-o5.  New) 

Date:  '  Ued,  29  Hay  16;13:5A  +1:0 

From:  CECOM  lEU  TEAM  <cecoMi0u*‘;ecl'enheirt-eMh2.arNv.Mil> 

To:  5elin-rrSH0NHQUTH-EHH2.ARMY.MIL 

Subject:  [AMSEL-LC-RE-LA-E:  IEUnil4-01//TRIP  REPORT  lEU  MASTER  TECH,  EUR0PE»PAUX//1 
PLEASE  PASS  TO  ILT  PELLISSIER. 


-  Fc'warded  nessags  ♦  1: 

Received:  iron  seckenheiM-9nh2.arMy.nil.arMy.Mil 

by  nastern. seckenhein-9Mh2.arMy.Mil  id  ac04929; 

24  Apr  91  14:24  +1:0 

Received;  from  nannauth-eMh2. arny.Mil 

by  seckenhein-enh2.  seckenhein-enhC. arnv. nil  id  aa06523; 
24  Apr  91  7:14  EST 

Date:  Ued,  24  Apr  91  7:09:23  EST 

Fron:  AMSEL-LC-RE-LA-E  < r9adi022SM0NH0UTH-EMH2.ARMY.MIL> 

To:  AMSEL-LC-RE-LASMQNMQUTH-EMH2.ARMY.MIL, 

AMSEL-LC-RE-LA-CSM0NM0UTH-EMH2. ARMY.  MIL, 
SELIM-DIRSM0NM0UTH-EMH2. ARMY. MIL 
AMSEL-LC-RE-LA-ESM0NM0UTH-EMH2. ARMY.  MIL, 
AMSEL-LC-RE-LA-PSM0NM0UTH-EMH2.ARMY.MIL. 
AMSEL-LC-RE-LA-C-H0DSM0NM0UTH-EMH2. ARMY. MIL. 
SELIM-RRSM0NM0UTH-EMH2. ARMY. MIL, 
AMSEL-LC-RE-LA-TANSM0NM0UTH-EMH2. ARMY.  MIL, 

AMXEU-L-CECGM-IEUSs9Ckenhein-9Mh2.arMv. mi, 

AMXEU-L-CECOM-MTIEUSSECKENHEIM-EMHl. ARMY.  MIL 
Subject;  IEU>1114-01//TRIP  REPORT  lEU  MASTER  TECH,  EUROPE*FAUX// 

AMXEU-L-CEC0M-IEUSSECKENHEIM-EMH2 

IEU>1114-01//TRIP  REPORT  lEU  MASTER  TECH,  EURnPE*FAUV// 


AMSEL-LC-RE-LA-SUA-IEW 

MEMORANDUM  FOR  CHIEF  CECOM-LAO-5UA 
FROM:  MASTER  TECH  lEU,  EUROPE. 

SUBJECT;  TRIP  REPORT,  SOUTH  UEST  ASIA  (SUA). 

1.  TRAVEL  ORDERS  LO  1.2-17,  23  DEC  <^0,  SECKEHHEIM,  GERMANY. 

2.  DUTIES. 

A.  Logistics  Assistance  Representative iLAR) ,  Master  Tech 
for  Intelligence  Electronics  Ularfare  (7EU'. 

B.  Supervisor  for  TEU  LARs  in  SUA. 

C.  Alternate  Contracting  Officer  for  deliverv  order  0033, 
j12  of  the  Mantech  contract  to  Intelligence  Materiel  Management 

Center  (IMMC),  Vint  Hill  Farms,  VA. 


3.  ACTIONS/EVENTS. 

A.  Logistics  Support. 

1.  I  arrived  in  3UA  on  5  Jan  91,  at  that  tine  there  was 
no  logistics  support  plan  (LSP)  in  place  for  lEU  equipwent  in  SUA 
so  the  first  challenge  was  to  assist  ARGENT  to  establi'ih  an  lEU 
LSP.  After  several  meetings  and  briefings  to  the  ARGENT  C-4  and 
G-2  staff  it  was  apparent  that  Maj.  Froede  and  I  would  have  to 
get  general  officer  attention  on  the  subject.  Ue  were  able  the 
get  on  MG  Monroe,  ARGENT  G-4  and  MG  Stewert  ARGENT  G-2  calendars 
for  a  briefing  on  what  support  was  required  for  lEU  equipment. 

The  problem  was  two  fold,  first  the  263  Maint  Det  for 
VII  Gorps  was  not  capable  to  support  a  fast  moving  battle.  This 
is  based  on  the  facts  that  the  263  lEU  Det  personnel  lacked 
training  on  most  of  the  “Big  Five"  svstems  and  thev  had  no  5  ton 
tractors  assigned  to  then  for  movement  of  their  repair  and 
maintenance  shelters.  Next  there  were  two  operational  Maint  bets 
within  the  XVIII  Gorps  -  158  Maint  Det  and  159  Maint  Det  -  and 
the  XVIII  Corps  CQSCQM  was  not  willing  to  op-con  one  of  the 
Maint.  Dets  to  VII  Corps.  The  way  we  attacked  the  situation  was 
to  request  that  all  the  Dets  become  Echelons  above  Corps  CFOC) 
lAU  current  Army  Regulations. 

The  end  result  was  that  the  153  Maint  Det  from  Ft. 

'■agg  remained  with  the  XVIII  Corps,  the  159  Maint  Det  from  Ft. 

■d  was  op-coned  to  the  VII  Corps  and  the  263  Maint  Det  from 
iblingen,  Germany  was  moved  to  EQC.  This  served  as  the  best 
plan  for  all  the  units  because  general  support  (G3)  was  moved 
forward  with  each  Corps  and  one  Maint  Det  remained  in  the  rear 
with  a  contractor  operated  special  repair  activity  »SRA)  in  Kino 
Khalid  Military  City  (KKMC) .  No  further  problems  were  encountered 
with  a  support  plan.  I  will  add  that  the  263  lEU  Det  did  pick  up 
4  ea.  5  ton  vehicles  o/a  5  Mar  91. 

2.  Next  was  the  deployment.  As  the  unit  deplovment 
began  the  Maint  Dets  were  located  at  SRA  I  Dhahran  and  were  using 
the  503  Maint  Bn  as  the  ship  to  DODAAC.  This  worked  fine  until 
the  units  started  to  move  forward  for  the  land  battle.  As  a 
result  of  unit  movements  ship  to  addressees  found  it  impossible 
to  find  the  mark  for  units.  The  159  Maint  Det  used  four  different 
Supply  Support  Activities  and  of  course  four  different  OClDAACn. 

The  problems  this  caused  is  still  being  felt  and  reconnliatiovic 
are  near  impossible.  The  LARs  assisted  as  much  as  possible  rn 
this  area. 

The  LARs  worked  long  hard  hours  searching  the  APODs  and 
break  bulk  points  looking  for  unit  DODAACs  and  rerogninahle 
parts.  I  truly  feel  that  without  that  effort  many  items  would 
have  been  in  frustrated  cargo  yards  until  the  end  of  the  war, 
then  probably  to  DRMO  because  they  couldn’t  be  identified. 

While  the  LARs  screened  the  break  bulk  points  and 
receiving  points  we  encountered  many  others  trying  to  find  their 
■"ems,  of  course  it  is  human  nature  not  to  be  as  careful  with 
ms  that  are  not  yours.  It  has  be“n  observed  that  people  would 
an  packages  and  or  the  shipping  document  protectors  attached  to 
the  shipping  crates  to  see  if  the  items  were  theirs.  If  the  items 
was  theirs  no  problem,  however  if  the  items  were  not  the 
documents  were  not  replaced  as  carefully  as  it  should  have.  This 


added  to  the  frustrated  cargo  dilenna. 

F'roblens  caused  by  push  packages  and  itens  shipped  from 
LtSAREUR  to  the  SRAs  took  an  extraordinary  amount  of  time  to  be 
delivered.  I  still  do  not  have  an  answer  to  that  problem.  In  some 
cases  the  items  never  showed  up.  Example  is  the  AN/GSM-318  Test 
Set  was  shipped  from  USAREUR  as  2  boxes.  Box  1  of  2  was  found  by 
LAR  Stees  at  Log  Base  'C  in  frustrated  cargo,  box  2  we  have  not 
found.  In  this  case  the  documentation  was  correct  however  the  503 
Maint  Bn  had  jumped  to  a  new  location  and  the  APOP  didn’t  know 
where  to  forward  the  item  so  it  was  placed  in  frustrated  cargo. 

Uc  presume  that  box  2  was  forwarded  somewhere  else  with  out  the 
documentation.  Box  2  had  the  OQ-321  test  set  for  testing  the 
AN/UYK-19  CPUs. 

3.  As  far  as  technical  assistance  on  the  lEU  equipment 
goes,  our  LARs  excelled.  I  believe  that  if  not  for  the  LARs  being 
on  site  as  often  as  they  were  the  units  would  not  have  been  as 
successful.  On  several  occasions  the  LARs  and  I  provided  on  the 
spot  OJT  training  for  operators  and  maintainers,  this  is  evident 
in  the  Weekly  Accomplishment  Reports  (WAR)  submitted  to  the  SWA 
branch  chief. 

Prior  to  the  ground  offensive  the  lEW  LARs  continually 
peaked  the  equipment  and  made  certain  all  efforts  were  taken  to 
•*ve  a  full  compliment  of  unit  LRU  spares  to  support  the  land 
tie.  In  some  cases  complete  sets  of  spares  were  not  available 
■IS  caused  some  anxiety  for  the  battalion  CDRs  and  C&E  shops  but 
they  continued  to  do  the  mission. 

B.  Supervisory  Role 

1.  On  4  Feb  91  I  received  a  letter  from  the  Chief, 
CECOM-SWA  naming  me  supervisor  for  the  lEW  LARs  in  SWA.  The  LARs 
were  Bruce  Stees,  Joseph  Rudewicz,  Mose  Early,  Larry  Cromer,  Greg 
Kranfuss  and  SFC  Wheeler. 

2.  It  was  a  pleasure  serving  as  the  supervisor  of  these 
folks  since  each  displayed  professionalism  and  were  all  self 
starters. 

C.  AC OR 

1.  I  was  the  ACOR  for  delivery  orders  0031  and  0033  of 
contract  DAAB10-89-D-0503.  I  had  requested  the  letter  chartering 
me  as  the  ACOR  in  order  to  assist  Maj.  Froede,  IMMC,  because  he 
was  also  the  CECOM  Executive  Officer  and  had  limited  time  to 
spend  on  lEW  problems. 

2.  There  were  a  total  of  33  contractors  in  three 
locations  in  SWA;  15  in  SRA  I  Dhahran,  15  at  SRA  II  KKMC  and  3  at 
SRA  III  Riyadh.  SRA  I  was  the  first  of  the  SRAs  and  offered  the 
most  thorough  support  in  SWA  from  the  start.  I  base  this  on  the 
fact  that  they  were  better  equipped  and  had  more  repair  parts  on 
hand,  SRA  II  was  planned  to  be  established  and  fullv  operational 

■  mid  Dec  90,  however  the  equipment  did  not  arrive  in  time  for 
s  to  happen.  SRA  II  was  not  operational  until  mid  Jan  91. 
.^cause  of  the  late  start  it  took  quite  awhile  for  them 
to  become  effective.  As  the  units  deployed  north  we  moved  support 
forward  by  moving  some  of  the  hot  mock  ups,  test  fixtures  and 
repair  parts  from  SRA  I  to  SRA  II. 


3.  Prior  to  G  day  contact  tean  visits  werp  nade  to  all 
the  MI  units.  As  a  result  of  the  effort  of  Mantech  CFRs,  IMMC 
people  and  the  LARs,  lEU  equipment  was  at  verv  high  state  of 
readiness  at  the  start  of  the  ground  offensive. 

4.  The  only  problems  that  I  encountered  as  ACOR  was 
that  the  SRA  sites  were  in  intense  competition  with  each  other. 
At  times  competition  has  a  positive  effect  on  production  and  the 
work  force  but  in  this  case  it  was  causing  morale  problems  at 
both  sites.  I  talked  with  the  site  managers  and  expressed  mv 
concerns,  they  responded  well  and  support  got  back  to  the  normal 
excellence  expected  from  Mantech. 

The  other  situation  was  that  the  life  insurance  for 
the  contractors  covered  them  in  Saudi  Arabia  only.  This  limited 
the  contact  mission  area  that  were  covered.  It  was  not  a  major 
problem  since  the  ground  battle  was  finished  in  short  order  and 
no  contact  missions  were  required  during  the  fight.  CECOM  LARs 
and  a  volunteer  team  from  the  contractor  did  go  into  Iraq  for  a 
two  day  mission  after  the  area  was  declared  secure  by  the  CG  VII 
Corps. 

5.  SRA  is  currently  the  retrograde  point  for  all  NDI 
equipment  In  SUA.  This  was  coordinated  with  DA,  ARGENT  and  IMMC. 

6.  As  I  stated  before  the  readiness  of  the  lEU 
•'uipment  was  at  a  higher  level  then  I  had  ever  witnessed.  I 

ieve  that  the  combined  effort  of  the  LARs  and  CFRs  was  the 
jor  factor  in  this. 


4 .  OBSERV AT I ONS/RECOMMENDAT I ONS 

A.  Life  support  for  the  LARs.  After  living  under  several 
different  conditions  here  I  can  tell  you  that  there  was  not 
equity  for  the  LARs.  The  LARs  that  were  deployed  to  the  more 
forward  positions  did  in  fact  have  the  most  sever  conditions  to 
cope  with.  There  were  extra  chores  put  on  them  such  as  tent 
building,  making  (  digging)  bunkers,  filling  sandbags,  etc.  Most 
of  the  time  there  were  only  cold  showers  if  anv  at  all  and  very 
seldom  were  there  hot  meals.  Naturally,  the  further  to  the  rear 
the  better  the  life  support.  I  know  that  it  is  near  impossible 
to  rectify  this  problem  but  I  suggest  that  if  a  deplovinent  is 
required  again  we  look  to  team  concept  and  CECOM  keep  the 
integrity  of  that  team  with  TDA  life  support  equipments. 

B.  The  lEU  LARs  were  supporting  the  Theater  as  teams,  two 
in  VII  Corps,  two  in  XVIII  Corps,  one  with  EOC  and  T  as  the 
supervisor/Master  Tech.  This  served  well  for  the  quick  ground 
offensive  that  took  place,  however  if  the  war  had  lasted  longer  T 
feel  that  a  LAR  in  each  Battalion  would  have  been  required.  The 
LARs  had  to  spend  many  hours  driving  to  and  fron  units.  T 

might  add  that  the  roads  were  extremely  dangerous  and  we  are 
Ttunate  that  no  one  was  injured  seriously. 

C.  I  have  very  little  to  say  about  the  LAO  support  since 

I  was  not  assigned  to  a  local  LAO.  The  LARs  should  be  interviewed 
or  a  questioner  should  be  made  on  how  they  interfaced  during 
deployment.  I’ve  heard  several  comments  from  LARs  that  are  not 


happy  wirh  he  situation.  Only  rtr.  Ci'cner  wa=  oeplcveo  as  an  IFU 
LAR  with  a  local  LAO,  I  haven’t  had  any  feeohack  fron  hin  on  LAD 
support  or  direction.  I  do  believe  that  the  MSC  supervisor? 
need  to  have  coMplete  control  of  the  LAR  assignMents  and  tasking 
to  assure  all  emergency  situations  can  be  taken  care  of  quickly. 

D.  Equipment  fieldings  at  the  last  minute  was  one  of  the 
most  frustrating  events  we  were  involved  in  (or  not  involved  in 
might  be  a  better  term).  The  PMs  and  contractors  were  eager  to 
show  their  wares,  but  to  have  fieldings  with  no  training  or 
little  training  was  not  viewed  as  productive-  I  believe  that  the 
LARs  should  have  been  better  informed  to  the  tvpes  of  equipment 
and  a  scneoule  of  event  leading  to  the  fieldings,  this  would  have 
insured  that  the  units  were  at  least  ready  for  the  teams.  As  it 
was  several  units  were  “dropped  in  on“  by  fielding  teams. 

E.  Test  program  sets  for  lEU  equipment  were  not  used  for 
G3  repair  for  several  reasons.  First  the  hand  off-not  fielding- 
was  not  handled  well  at  all.  The  TPSs  were  net  verified  and  none 
of  the  end  items  were  tested  by  the  fielders.  The  TP!?  hand  off  at 
KKMC  was  on  15  Jan  Pi  two  days  be^’ore  the  air  battle  started, 
CECOM  instructed  the  fielders  to  uepart. 

In  order  for  the  TPS  effort  to  become  a  viable  means  of 
air  IMMC  must  take  action  to  verify  and  validate  each  TPS  that 
fielded  to  the  ATE  dets.  The  TPS  fielded  to  USAREUR  had  also 
experienced  hard  times,  the  techs  at  Ivneral  Support  Center 
Pirmasens  have  worked  at  using  them  c.nd  heve  had  limited  success. 

F.  I  am  pleased  to  -sport  that  all  the  unit  Commanders  A 
C&E  warranTs  I  talked  to  were  satisfied  with  the  support  provided 
to  them  by  the  CECOM  from  LARs  to  contractors.  There  were  no 
incidents  that  support  was  lacking  or  of  poor  quality. 

G.  I  don’t  wish  to  sound  like  a  disgruntled  employee,  but 
in  the  future  I  would  like  to  see  an  element  added  to  the  rating 
plan  pertaining  to  up  to  date  passports,  shot  records  etc.  In  one 
case  I  know  that  we  required  a  person  here  with  certain  skills 
and  the  person  was  delayed  because  he/she  did  not  have  a 
passport.  This  is  a  basic  requirement  for  deployment. 

5.  SYSTEM  FAILURES/SUCCESSES. 

A.  M-1015A1  performance  was  much  better  than  T  expected 
during  the  operations.  This  maybe  because  the  venicle  was 
exercised  more  frequently  then  in  garrison,  TACOM  had  previously 
stated  to  me  that  driving  the  vehicle  should  add  hours  of 
operation  to  the  engine  and  ?top  wet  stackirig,  looks  like  they 
were  on  target-  The  vehicle  did  have  some  failures  but  not  the 
-mal  poor  readiness.  TACCM  LARs  were  normally  unavailable 
ause  of  the  support  required  for  HETs  and  MlAl,  but  when  SSG 
iiiiler,  TACQM-Europe  arrived  in  SUA  he  uncovereo  several 
problems.  I  will  not  elaborate  on  TACOM  support  however,  one 
thing  that  was  needed  in  SUA  was  speed  control  switches  for  6  ea 
M-l0l5Als.  TACOM  requested  the  switches  and  were  told  that  the 


\ 


switcnes  were  being  replaced  by  a  new  ‘^olid  state  switch.  The 
solid  state  switches  were  delivered  to  CECDM.  Uell  as  it  turned 
out  the  switches  were  delivered  to  Center  for  Pignal  Uarfare, 

Vi.  r  Hill  Farms  Station,  Va.  The  C3U  purchased  the  switcnes  for 
evaluation  not  as  a  source  of  supply  for  repair  parts.  I  departed 
theater  prior  to  any  switches  arriving. 

B.  AN/TLQ-t7A  (V!  3.  This  r.vstem  was  considered  the  best 
performer  from  most  of  the  MI  folks  I  talked  with.  The  receiver 
was  better  for  intercept  and  readiness  was  more  reliable. 

There  was  a  problem  early  on  which  was  taken  care  of  bv 
IMMC.  The  XVIII  AB  Corps  had  AN/TLQ-17A (VI 1  systems-mountmd  on 
M-151  jeeps-  MSG  King  fielded  and  performed  the  swap  out  of  the 
vehicles  to  HMMUVs.  Additional  HMMUVs  were  shipped  to  SUA  for 
USAREUR  systems.  ARGENT  was  asked  to  coordinate  fielding  of 
HMMUVs  to  the  USAREUR  units  (USAREUR  vehicles  are  CUCVs)  after 
the  cease  fire.  I  had  deoa  "tad  theater  prior  to  anv  decision  from 
ARGENT,  as  I  unoerstand  from  conversation  with  IMMC  in  countrv 
folks  the  swap  out  will  not  take  place  in  SUA. 

Another  success  was  the  use  if  a  log  periodic  ant  for 
band  1.  For  further  detiils  suggest  you  contart  the  undersioned 
nr  MSG  King,  SELIM-TP. 

C.  AN/I. ..(3-34.  The  system  readiness  was  also  higher  than 
expected.  The  main  concerns  wero  shortage  of  LRUs.  The' ICS 

contractor  normally  supports  the  system  with  TPSs  and  or  a  system 
to  check  the  faulty  LRUs.  The  EOUATE  that  the  ICS  contractor  has 
in  Germany  is  sn  11  which  is  an  older  system  and  uses  rev  F 
software.  In  SUA  the  TPSs  were  nor  working,  as  I  previously 
stated.  Many  LRUs  were  stacking  up  at  the  SRAs  and  the  techs  had 
to  go  to  a  unit  and  ask  if  they  could  pull  a  system  off  line  to 
use  as  a  hot  mock  up,  normally  the  units  would  support  the  effort 
in  order  to  have  some  LRUs  as  spares. 

The  systems  that  were  deplo'^ed  from  UFAREUR  were  earlv 
models  manufactured  by  GTE  and  the  other  syctems  in  the  fleet  are 
manufactured  by  AEL.  There  is  concern  over  the  compatibility  of 
the  LRUs  from  one  svctem  to  the  orher.  3o  IMMC  coordinated  to 
have  6  ea,  AEL  system^  shipped  to  SUA  to  replare  the  USAREUR 
divisional  systems.  The  lAD  swaoped  ‘■here  svctems  in  mid  Foh  91 
and  the  ♦AD  elected  not  to  swap  out  the  systems.  IrthC  and  the 
LARs  suggested  to  use  the  displaced  systems  as  1  ea  hot  ptork  up 
and  two  floats  for  battle  damage.  This  was  approved  bv  ARGENT  and 
thus  fixed  the  maintenance  problem  for  the  ICS  contractor. 

There  was  still  a  problem  with  shortages  of  P-2144 
receivers.  The  rcvr  is  used  in  AN.''ML0-~4,  AW/TPn-S.T  ard 
AN/TSn-138.  The  problem  is  that  the  US  Army  is  not  the  PICA.  The 
item  IS  a  NIMCIJS  3  item  and  the  Army  ran  not  repair  the  item.  The 
US  Haw  IS  the  sole  source  for  the  rcvr.  IJSARFUR  waa  short  30+ 

■vrs  <  all  theater  '>  p'‘ior  to  their  deplr/ment.  This  deqraded 
?  ooerations  of  most  systems  but  did  not  cau^^e  anv  NhGE  -tatus. 

D.  AN/TRn-32 (V) 2.  Over  all  readiness  was  good.  The 
problems  were  as  expected.  Both  the  FORSCOM  Maint  Dets  were  able 
to  repair  the  sys''’ems  and  the  ICS  had  no  prohlepts  with  ciipportino 
the  Lnlls  with  the  hot  mock  up. 


E.  AN/H5Q-103C -'B.  The  C  NOdel?.  irp  Mpuntpn  on  the  rt-lOlSn)  «rif(  t-hf^  B 
Models  are  an  the  CUCVs.  Readiness  was  as  etpecteo.  The  15"  rta i nt  Det  used  a  hot 
MOCk  up  that  they  acquired  for  Most  of  the  theater  repai'*?.  The  263  LEMCo  had 
sufficient  spares  to  help  the  readiness.  This  svsteM  has  been  declared  obsolete 
by  the  US  ArMy  and  will  be  retired. 

F.  AN/TSO-138.  Readiness  was  good.  The  Net  radio  protocol  operated  good 
in  the  flat  terrain,  as  the  radios  are  LOS  and  the  NRR  does  require  intense 
training  to  be  effective.  The  HI  CDRs  rely  on  the  information  flow  through  NRP. 

A  system  relay  was  fielded  to  allow  further  distances  from  the  sensors  to  the 
coMnand,  called  TIGER.  There  were  problems  with  the  relav  that  were  worked  out 
by  CSU  and  it  seepied  successful. 

G.  Imoroved  Guard  Rail  V  IGRV.  The  1  MIB  svstem  readiness  was 
excellent.  The  system  was  deployed  from  USAREUR  to  SUA  by  aircraft.  After  an 
inventory  the  unit  transported  the  IF'F  via  road  to  their  taa  avtd  operational 
site  (940KM1  and  were  ooerational  in  24  hours.  This  was  done  without  anv,  repeat 
any  contractors,  the  only  assistance  given  was  by  CECQH  LAR  kranefuss. 

The  2  MIB  had  several  problems  which  may  have  been  caused  during 
shipment,  I  was  not  in  country  when  they  arrived  but  LARs  have  reported  that  the 
systems  had  been  exposed  to  condensation  and  the  disk  drive  heads  were  corroded. 

I  am  no  certain  to  the  amount  of  problems  this  caused  but  the  PM  for  IGRV  had  an 
•■tire  Perkin-Elner  computer  sent  to  bring  the  system  to  FMC.  The  svstem  was 
Light  up  however  the  bad  disk  drives  did  corrupt  the  system  software.  The 
.liter  for  Software  Eng  rep  in  SUA  were  asked  to  provide  assistance  to  the  unit. 
The  CSE  reps  requested  a  copy  of  system  software,  the  software  did  not  arrive 
and  the  unit  obtained  a  copy  of  the  software  from  1  MIB  and  built  a  new  data 
base.  I  was  informed  by  the  ESSO  people  in  Seckenheim  that  they  have  back  up 
software  for  both  USAREUR  IGRV  units  and  they  were  not  notified  of  the  problem. 

H.  AN/ALQ-151.  The  system  readiness  was  good.  Mantech  was  able  to 
repair  most  of  the  LRUs  that  were  work  ordered  to  them.  There  were  problems 
encountered  with  obtaining  a  crew  call  button  for  the  EH-60A  for  1  AI).  LAR  T. 

Cox  had  faxed  the  EOC  CECOM  09  Feb  with  information  and  a  request  for 
assistance.  Basically  the  item  is  not  in  the  inventorv  and  can  only  he  purchased 
from  AEROSPACE  OPTICS  INC,  Ft.  Uorth,  TX,  the  call  burton  had  not  arrived  in 
countrv  prior  to  my  departure.  Specifics  on  the  subject  are  addressed  as  a 
separate  issue  in  -^he  lEU  Users  Group  Minutes,  so  this  is  not  a  new  issue  but 
one  of  the  tiresome  old  issues  that  has  not  been  resolved. 

6.  This  report  is  not  all  inclusive  of  the  support  provide  or  the  performance  of 
the  systems.  Anyone  wishing  to  comment  or  inquire  about  Operation  Desert  Storm 
feel  free  to  contact  me. 

6.  POC  Uillian  V.  Faux,  DSN  370-A124  or  Commercial  0621-474557, 

CECOM-IEW  Europe  Master  Tech  for  lEU. 

//SIGHED// 
lliam  V.  Faux 
ter  Tech  for  lEU,  Europe. 
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